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Abstract 
There is a lack of information in the field of change management and 
Organization Development about the experience of a leader who led a socio-economic 
(SEAM) intervention within one’s organization.  The structured process, rigor, and 
dedication needed to execute a SEAM intervention is critical to a successful outcome 
within an organization.  The leader plays a key role in the success of a SEAM 
intervention.  The purpose of this research was to close the knowledge gap by 
understanding and describing the experience that leaders had when leading a SEAM 
intervention at their respective organizations using a phenomenological research 
methodology.  Seven leaders in the United States and France were interviewed in depth 
about their experience with SEAM interventions that they managed within their 
companies.   
The results of this research illustrated that the leaders experienced a deeper sense 
of purpose and self-confidence, leading to personal transformation and recognition of 
human potential within the organization.  This was demonstrated in the three essential 
themes that captured the essence of the shared experience: (a) self-perception challenged 
as a leader; (b) feeling liberated as a leader; and (c) transformation as a leader. The 
enablers of this experience were highlighted in the three main contextual themes that 
emerged from the participant stories, including: (a) learning about SEAM during the 
“courting” process, (b) executing process and tools, and (c) receiving support and 
coaching from SEAM consultants. 
  
		
iii	
TABLE OF CONTENTS 
 
 
Acknowledgements……………………………………………………………….    i 
Abstract……………………………………………………………………………     ii 
Table of Contents………………………………………………………………….    iii 
List of Tables and Figures…………………………………………………………     v 
Chapter 1: Background……………………………………………………………    1 
 Background of the Study and Researcher’s Interest ……………………...    1 
 Problem Statement ………………………………………………………..    3 
 Purpose of the Study and Research Question …………………………….    4 
 Research Design ………………………………………………..…………    4 
 Significance ……………………………………………...………………..    4 
 Definition of Terms ……………………………………………………….    5 
  SEAM…………..………………………………………………….    5 
  Leader…………...…………………………………………………    5 
Actors…………...………………………………………………….    6 
SEAM Practitioner......…………………………………………….    6 
Contextual Themes………………………………………………...    6 
Essential Themes…………………………………………………..    6 
Transformational Learning………………………………………...    7 
Chapter 2: Literature Review ……………….…………………………………......    8 
 Socio-Economic Approach to Management …...………………………….    8 
  Objectives of SEAM……………………………………………….    9 
  Whole System Approach…………………………………………..   11 
  SEAM as a Unique Change Approach…………………………….   11 
The Leader’s Role in SEAM……………..…..……………………………   13 
 TFW Virus…………………………………………………………   14 
 Participatory Management…………………………………………   14 
 Engaging Whole Systems………………………………………….   15 
 Management Tools and Coaching…………………………………   16 
Summary…………………………………………………………………..   18 
Chapter 3: Research Methodology..……………………………………………….   20  
 Phenomenological Study.………………………………………………….   20  
  Phenomenology……………………………………………………   20 
  Lived Experience…………………………………………………..   21 
 Participant Selection …………………..…………………………………..   22  
  Purposeful Sampling……………………………………………….   22 
  Participant Selection Criteria………………………………………   22 
 Data Collection ……………….……………………………………………   23  
  Establishing Trust and Rapport…………………………………….   23 
  Interview Questions………………………………………………...   24 
  Interview Protocol………………………………………………….   25 
  Bracketing and Memoing…………………………………………..   25 
  Data Saturation……………………………………………………..   26 
		
iv	
 Data Analysis ………………………………………………………………   26  
  Confirming the Data………………………………………………..   26 
  Determining the Essence of the Experience………………………   27 
 Privacy & Confidentiality…………………………………………………   31 
Ethical Issues ……………………………………………………………..   31 
Chapter 4: Findings……………....……………………………………………….   32 
 Participant Stories…………………………………………………………   32 
  Joseph’s Story……………………………………………………..   33  
  William’s Story……………………………………………………   38 
  Edward’s Story…………………………………………………….   44 
  Robert’s Story……………………………………………………..   47 
  James’s Story………………………………………………………   52   
  Charles’s Story…………………………………………………….   57 
  Walter’s Story……………………………………………………..   62 
 Contextual Themes………………………………………………………..   66 
  Learning About SEAM During the “Courting” Process…………..   66 
  Executing Process and Tools………………………………………   68 
  Support and Coaching from SEAM Consultants…………………..   75 
  Summary……………………………………………………………   77  
 Essential Themes…………………………………………………………..    77 
  Self-Perception Challenged as a Leader…..……………………….   77 
  Feeling Liberated as a Leader…………………..……...…………..   82 
  Transformed as a Leader…..…….…………………………………   85 
  Summary…………………………………………………………..   89 
Chapter 5: Discussion………....…………………………………………………...   90  
 Findings……………………………………………………………………   90 
  The Leader’s Journey: A Link To Transformational Learning……   91 
  The Emotional Journey of a Leader During SEAM………….……   96 
  Summary………………………………………………………….   97 
 Implications……………………………………………………………….   97 
  Implications for Business Leaders…………………………………   98 
  Implications for the Field of OD…………………………………..   98 
  Implications for SEAM practitioners………………………………   99 
 Limitations………………………………………………………………..   100 
 Further Research………………………………………………………….   101 
 Researcher’s Bias…………………………………………………………   102 
 Summary………………………………………………………………….   103      
Reference List…….…………………...………………………………………….   104 
Appendices….……………….…………………………………………………....   107 
 A  Email Recruitment Letter to Leaders……………….…….……....   107 
 B Consent Form ……………………………………………… …….   108 
 
v	
	
List of Tables and Figures 
 
Figure 1.0 Documentation of contextual themes and essential themes  
during data analysis……………………………………………......   29 
 
Figure 2.0 The proposed emotional journey that a leader goes through  
during a SEAM Intervention……………………………………….   30  
 
Table 1.0 Demographic Information of Participants…………………………   32 
 
Figure 3.0   Illustration of the emotional journey that a leader embarks on  
During a SEAM intervention………………………………………   96  
 
		
1	
 
Chapter 1 
 
Background of the Study and Researcher’s Interest 
Throughout most of my career, I have been a manager in the field of Marketing 
and Digital Product Management.  My interest in OD has always been more personal 
since I am not a current practicing OD practitioner, and has focused on how I can be a 
better leader for my teams through developing my use of self.  When I was introduced to 
Socio-Economic Approach to Management (SEAM) in my doctoral studies, I knew that I 
had found the perfect intersection of my business experience and my love for OD.   
SEAM is an approach to organizational effectiveness that was developed by Henri 
Savall out of the Institute of Firms and Organizations Research (ISEOR) in the 1970’s.  
While SEAM has been described as an approach to organizational effectiveness and 
change management that mirrors traditional OD practices, the SEAM approach is unique 
because it challenges traditional management practices and uses a unique and methodical 
approach to assess dysfunctions within an organization (Conbere & Heorhiadi, 2011).  
Much of the uniqueness of the SEAM approach is the core belief that both the social and 
economic conditions within an organization are the key to organizational success (Savall, 
2003).  Conbere and Heorhiadi (2011) stated, “SEAM, the socio-economic approach, 
factors both people and finances into analysis.  The result is an intervention that works 
with the whole organizational system” (p. 6).  After learning this, I proceeded to enroll in 
the SEAM Institute at University of St. Thomas and obtained my certificate to be a 
SEAM practitioner and completed a SEAM intervention as a practitioner.  While 
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conducting the SEAM intervention for my certificate program, I had the opportunity to 
work with other SEAM practitioners and with leaders in organizations, who were leading 
SEAM interventions.  This is where my curiosity about the experience of leaders, who 
are going through a SEAM intervention, ignited.  
What is SEAM?  A SEAM intervention is designed as a whole system approach 
to change management and organizational effectiveness, integrating parts of action 
research as intervener-researchers, training the leaders to be more effective through the 
use of management tools, and mobilizing the leaders to be more effective in navigating 
the political landscape within their organizations (Conbere, Heorhiadi, & Cristallini, 
2012).   Conbere and Heorhiadi (2015a) used the analogy that SEAM is an approach that 
consists of two sides of the same coin, focusing on both the people (socio) and financial 
results (economic).  “In reality, the focus is one, which is symbolized by a hyphen in the 
word socio-economic” (p. 32).  From the highest level, the process consists of many 
months, in some cases years, of the SEAM practitioners teaching the organizational 
leader about the process of SEAM and what one can expect during an intervention.  Once 
the leader is bought in to the SEAM process, the SEAM practitioners begin gathering 
data, synthesize the data, and share the data back to the participants. This is known as the 
diagnostic phase (Savall, Zardet, & Bonnet, 2008; Conbere & Heorhiadi, 2011).  The 
unique aspects of SEAM can be attributed to the focus on the behaviors of people and 
organizational structure within the organization to assess and identify dysfunctions, 
which in turn contributes to what Savall calls hidden costs (Conbere & Heorhiadi, 2014).  
Savall and Zardet (2008) stated, “a cost is said to be hidden when it does not explicitly 
appear on the company information system, such as a budget, financial accounting, and 
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cost accounting, or in the usual ledgers and logbooks” (p. xx-xxxi).  Hidden costs, or loss 
in value-add for an organization, can significantly impact the company’s financial 
performance both in terms of short-term results and creation of longer term potential 
(Savall, 2003).   
The role of the SEAM practitioner in a SEAM intervention is fascinating.  
Conbere and Heorhiadi (2011) stated, “the skill of the consultants is in identifying the 
root causes, and presenting them in a manner that actors can hear without feeling 
blamed” (p. 8). The goal of SEAM is to help leaders become more aware of current 
management practices, and if needed, train and coach a new mental model of 
management that is influenced by Savall’s socio-economic theory (Conbere & Heorhiadi, 
2014; Conbere & Heorhiadi, 2015b).   
However, in my perspective the fascination comes on the side of the leader who is 
going through the SEAM process.  “SEAM changes some of people’s deep beliefs and 
values about management and the nature of work, and the outcome is a significant change 
in organizational culture” (Conbere & Heorhiadi, 2015b, p. 2).  There is nothing in the 
literature that touches on the experience from the perspective of the leader during this 
process.   
Problem Statement 
While much research has been conducted on the role of the SEAM practitioner in 
the SEAM process, and many case studies have been reported regarding the vast 
successes of SEAM within organizations of different sizes, industries and locations, I did 
not find any research that focused on the experience of the leader during a SEAM 
intervention.  The leader is a key part of the equation of success in any organization, 
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especially when leading whole system change.  During the SEAM intervention, the role 
of the leader is to “first understand and commit to the SEAM process and understand how 
it will impact the whole system, then to cascade the change work throughout the 
organization as needed” (Conbere & Heorhiadi, 2011, p. 7).  But what does the leader 
experience during a time of whole system change? Not much research has been done up 
to date to shed light on a leader’s experience during the process of a SEAM intervention. 
Purpose of the Study and Research Question 
Therefore, the purpose of this study was to understand what a leader experienced 
during a SEAM intervention.  I attempted to answer the question, “What is the experience 
of a leader during a SEAM intervention?” 
Research Design 
I wanted to explore the experience that the leader encountered during a SEAM 
intervention by conducting a phenomenological study.  According to Van Manen (2014), 
phenomenology is a “meaning-giving method of inquiry that aims to discover the essence 
of a lived-through experience and every day existence” (p. 28).  To conduct this research, 
I used the process that Van Manen put forth, including gathering data through interviews 
with people, who shared a common experience, analysis of the data through coding of the 
interview transcripts and notes, as well as personal reflection and acknowledgement of 
researcher bias during the process of data collection and analysis.  A more detailed 
synopsis of the phenomenological methodology and data collection and analysis will be 
discussed in chapter three of this study.  
 
 
		
5	
Significance 
I believe this study is important because understanding the experience of a leader, 
who is a key player in the SEAM initiatives, can provide insights into the effectiveness of 
the SEAM method.  Learning about leaders’ experiences may help other leaders feel 
confident in how they may experience a SEAM intervention.   
I also believe this study might be beneficial for SEAM practitioners, so they 
might better understand what the leader is experiencing during an intervention. This 
research may add knowledge to the body of literature that currently exists on the SEAM 
process and interventions.   
And finally, this research can provide some insights for the leaders who ponder 
about which change intervention to choose for their organizations.  Understanding 
experiences of leaders, who implemented SEAM, allows them to look at a different 
change process.  
Definition of Terms 
SEAM – Socio-Economic Approach to Management (SEAM).  SEAM was 
developed to assist organizations in identifying and tracking the time and activities that 
are critical in transforming an enterprise to be successful in a new competitive 
environment (Savall et al., 2008).  SEAM is focused on both the socio aspect of business 
(the people) and the economic side (the financials) to bring forth a holistic approach to 
organization effectiveness and change.  Focus on both socio and economics is also 
necessary to successfully carry out a SEAM intervention. 
Leader – For the purpose of this study, leader is defined as the head of an 
organization or vertical group.  A leader will typically be a primary client, such as a 
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CEO, or any C-suite leader, but could include a working leader, such as a director or 
above that is charged with leading the SEAM initiative within the organization.   
Actors – “Actors” is another term for employees within an organization.   “The 
implication is that all (people) are equal players in organizational drama” (Conbere & 
Heorhiadi, 2014, p. 8).  The emphasis on each person is one of SEAM’s core beliefs, and 
the thought is that all people are equally important for the organization to succeed.  Savall 
(2003) felt that the SEAM model is heavily influenced by the actor’s strategies due to the 
participative nature of a SEAM intervention. “All actors have informal powers which 
they can use, either to contribute to or detract from the organization’s economic 
performance” (Savall, 2003, p. 37). 
SEAM Practitioner - also referred to as intervener-researchers.  Typically, a 
consultant leads organizational change initiatives. In SEAM, every consultant, also called 
an intervener or practitioner, is also a researcher, adding knowledge to the collective 
knowledge database within the ISEOR organization that is aimed at adding to the 
credibility and strength of the SEAM intervention philosophies (Conbere & Heorhiadi, 
2014).  
Contextual Themes – According to Van Manen (2014), contextual themes help 
to enable the experience and are incidental to the experience.  Contextual themes are 
necessary to enable the experience to have taken place.   
Essential Themes - Van Manen (2014) described essential themes as the essence 
or qualities that make the phenomenon what it is.  In other words, essential themes 
describe the transformational experience that participants had as a result of the 
phenomenon.   
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 Transformational Learning – Mezirow (1997) defined the process of 
transformational learning as critically reflecting on a set of pre-defined assumptions 
about oneself and transforming those frames of reference through self-reflection and 
action.   
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Chapter 2 
Literature Review 
Before I began my study, I reviewed the literature and scholarly research 
regarding the SEAM approach, including the leader’s role in executing a SEAM 
intervention. This chapter summarizes what I found. After my research was done, I 
reviewed additional literature in connection to the research findings, which will be 
presented in chapter five.  
Socio-Economic Approach to Management 
 Henri Savall developed SEAM in the early 1970’s.  SEAM has been tested by the 
ISEOR research center for 40 years in over 1,300 companies and organizations in a 
variety of industries, leading to the creation of a robust database of results of more than a 
thousand interventions.  The results of these interventions are constantly updated in the 
knowledge database at ISEOR, and are added to by the research conducted every year in 
new SEAM interventions (Savall, 2003; Savall, Zardet, Peron, & Bonnet, 2014a).   
Savall created his approach to organizational change as a response to what he 
considered a combination of flawed management theory heavily influenced by industrial 
management theorist Taylor, Weber, and Fayol in combination with what he [Savall] 
thought of as an inaccurate accounting theory.  Savall’s aim was to challenge and 
improve upon traditional change management approaches through the efforts of SEAM 
(Savall, 2003; Conbere et al., 2011; Conbere & Heorhiadi, 2015).   Savall (2003) stated, 
“We began by developing our socio-economic theory of organizations (1972-1973) 
during a period known for having experienced many conflicts, social disputes (strikes) 
and economic clashes (oil crisis), not just in France, but also abroad” (p. 42).  As a result 
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of this economic period, many companies adopted an approach to cut costs by laying off 
workforce.  This is where SEAM offers a differentiated approach to economic potential, 
as SEAM is based on a set of values and a belief system about management that is 
different from traditional management (Conbere & Heorhiadi, 2011).  “SEAM is based 
on the premise that in many organizations, the mental model is often destructive of both 
the development of human potential and economic gains” (Conbere & Heorhiadi, 2015b, 
p. 2).  A core belief of the SEAM process is that “there is significant untapped potential 
in each organization, and a better approach than downsizing is to uncover this potential” 
(Conbere & Heorhiadi, 2011, p. 10).   SEAM is based on the concept that developing 
human potential is a beneficial way to add value to an organization (Savall, Conbere, 
Heorhiadi, Cristallini, & Buono, 2014; Conbere & Heorhiadi, 2015a).   
Objectives of SEAM.  SEAM was created by scholars of the ISEOR organization 
in Lyon, France.  Savall (2003) stated, “Our objective of ISEOR is two-fold: we want at 
the same time to help companies improve their socio-economic performance and to build 
new concepts, tools and methods which constitute as a whole the socio-economic theory 
of organizations” (p. 45).  SEAM is the intervention method that positions ISEOR to 
achieve these objectives.  According to Conbere and Heorhiadi (2015a), the SEAM 
intervention becomes a combination of three processes that work together to drive change 
and organizational effectiveness; the intervention itself, teaching leaders and managers 
about SEAM and how to use the management tools to be a more effective manager and 
advocate for one’s employees, and coaching leaders through the series of organizational 
changes and making sure these changes are aligned with political and strategic goals of 
the organization.  
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Holistically, SEAM is based on three main concepts.  The first concept within 
SEAM is that most organizations are managed poorly, which lead to organizational 
dysfunctions, in turn contributing to hidden costs. According to Savall and Zardet (2008), 
traditional accounting practices may misrepresent up to 40% of what actually happens 
within an organization, which are the hidden costs.  Examples of hidden costs can be 
absenteeism, lack of productivity, and misuse of time.  In 2014, ISEOR estimated that in 
Europe, the average hidden costs were $28,000 per person per year (Conbere & 
Heorhiadi, 2014; Conbere & Heorhiadi, 2015a).  Reducing hidden costs can create more 
financial potential and a much more efficient organization.  
The second main concept of SEAM is the thought that most employees aspire to 
do well within their work and want to contribute to the success of their organization.  In 
turn, when there are dysfunctions, workers do not deserve to be blamed. Dysfunctions are 
a result of the organization, not the people within the organization.  Often times, poor 
management itself is a major dysfunction within an organization (Conbere & Heorhiadi, 
2014; Conbere & Heorhiadi, 2015a).  The SEAM metaphor for the dominant mental 
model of this is the “TFW Virus,” which will be described later.   
The third main concept of SEAM is that an organization’s task is to develop 
human potential (Savall & Zardet, 2008; Conbere & Heorhiadi, 2014; Conbere & 
Heorhiadi, 2015a).  The development of human potential is facilitated in many different 
ways within the SEAM approach, including the use of the Management tools and the 
philosophy of whole system approach and participatory management to lead change and 
effectiveness within the organization.   
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Whole System Approach.  SEAM considers both the happiness and 
effectiveness of the employees as well as the economics and finances into analysis, 
resulting in an intervention that involves the whole organizational system (Conbere & 
Heorhiadi, 2011; Savall et al., 2014).  Savall et al (2008) stated, “SEAM was created in 
order to monitor the time needed to transform an enterprise in a new competitive 
environment” (p. 16).  
 As a whole system change approach, the process begins with top leaders within 
the organization.  The leaders spend many hours with the SEAM practitioners to learn 
about the process of SEAM and the role that the leader must play in the process. Once the 
approach is mutually agreed upon, the leader then cascades the information and approach 
throughout the organization to reach all employees.  When cascading and communicating 
the messages down throughout the organization, it is done in such a way that no one is 
blamed for dysfunctions within the organization, and the message is position in a way 
that feels productive and actionable for both the leaders and the employees within a safe 
environment (Conbere & Heorhiadi, 2015a).   
SEAM as a Unique Change Approach.  The SEAM process mirrors the process 
of action research, but there are a few differences with SEAM.  The first unique approach 
within the SEAM intervention is the calculation of hidden costs as a way to identify loss 
of value-add within the organization.  Hidden costs can take different forms, but are 
basically defined as costs that are not accounted for within the traditional accounting 
system (Savall, 2003).  Examples of hidden costs may include wasted resources, 
ineffective training and providing clarity for employees to complete a task, or ignoring 
future potential risks associated with decision making.    
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The second unique aspect of the SEAM is that after the data collection phase of 
the intervention, or the diagnostic phase, the feedback session is split into two different 
sessions that have different goals.  The first session is called the mirror effect, giving the 
SEAM practitioners the opportunity to share the verbatim comments back to the 
organization that was captured during the data collection process, as well as calculate and 
communicate the proposed hidden costs that were found within the organization.  The 
purpose of this is to “shock” the organization into action after hearing the opportunities 
that lie within reducing the amount of hidden costs that exist within the system (Conbere 
& Heorhiadi, 2014; Savall et al., 2014).  Typically the leader feels shock during the 
mirror effect as the data presented back to the leader after the SEAM consultants speak 
with the employees is very raw, truthful, and unabridged.  The mirror effect is designed 
to get the real thoughts of the employees directly to the leader in a confidential, safe 
environment meant to express a real picture of the organizational culture and practices. In 
addition, leaders begin to share the analysis and impact of the hidden costs down 
throughout the organization.  There is another dimension of the mirror effect that is often 
less obvious to the leader.  At this point in the SEAM intervention, the leaders have often 
been saturated with information about the culture and dysfunctions within the 
organization.  This feeling of information saturation often times unconsciously launches a 
process of deep reflection and personal change within the leader, which includes 
changing belief and attitudes about the role of management and how they can begin to 
change as a leader (Conbere & Heorhiadi, 2011).   
Another unique phase of the SEAM process is the expert opinion, which is an 
opportunity for the consultant to share a perspective of the organizational challenges as 
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well as the content that was never actually shared but implied during the data collection 
process. This is called the “non-dit”, named after the French phrase of “not said” 
(Conbere & Heorhiadi, 2014).  The expert opinion adds the consultant’s insights into the 
discussion.  At this point, actors within the organization are able to begin talking without 
fear about the real problems they are facing.  Simultaneously, old assumptions can be 
questioned, and real change begins within the organization (Conbere & Heorhiadi, 
2015b). A direct result of this interaction between the leaders and employees often times 
influences the proposed projects, or baskets, that are designed to be inclusive working 
groups aimed at improving the workplace, reducing dysfunctions and hidden costs, and 
increasing the development of human potential (Conbere & Heorhiadi, 2014; Conbere & 
Heorhiadi, 2015b).   
The Leader’s Role in SEAM 
  The leader within the organization is often thought of as the key to SEAM’s 
success.  As with many change approaches, the consultant enters the organization with 
the objective of data gathering and trying to understand a culture that is deep-seeded and 
unique to the organization.  The SEAM process takes the leader of the organization as a 
key partner in the intervention and relies heavily on the leader’s ability and influence to 
lead change in a way that embraces SEAM’s values. The challenge for the SEAM 
practitioner is how to embed oneself into an organization and facilitate the change of 
vales and actions of the leader and employees in a way that promotes a positive culture 
and fosters sustainable change.  This is particularly challenging as many leaders have a 
hard time being told that their approach to management may be flawed or ineffective in 
the current culture in which they are leading.   
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 TFW Virus.  A particularly challenging roadblock within many organizations is a 
concept identified within the SEAM intervention as the TFW Virus.  Henri Savall and his 
colleagues at ISEOR have developed a metaphor of a phenomenon that occurs in many 
businesses, called the TFW Virus.  The TFW virus is a mental model of management that 
emerged from the management practices of Taylor, Fayol and Weber and is a core belief 
that in many existing organizations, there is an infestation of a mental model that 
devalues individuality and human potential.  Essentially, the “virus” influences the 
current management mindsets and organizational cultures and results in the distorted 
understanding of the efficiency and management models developed by these management 
theorists.  “The goal of the SEAM intervention is to change the mental model of these 
managers who are afflicted by the metaphoric virus” (Conbere & Heorhiadi, 2015b).  
Understanding what the virus is and how to build immunity against it is an important part 
of the SEAM process for the leader to be engaged in.  Often times, it is either the 
management practices of the leader or the culture that has developed over time that help 
to feed the virus in most organizations. The role of the leader is to understand the virus 
and to fight against it to better the organization.  
 Participatory Management.  Likert was known for his seminal work on defining 
and bringing forth the concept of participatory management.  Likert’s idea of the linking 
pin concept described an organizational structure that is able to operate in a more 
decentralized fashion by enabling more group decision making in the managerial process.  
The linking pin concept suggests that a manager should always simultaneously be part of 
two groups, one in which he/she is leading, and one in which he/she is a subordinate.  
Being part of both groups, the person becomes a vital link within the decision making 
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chain of command (Burke, 2006).  At its very core, SEAM promotes a participatory 
management approach.  Before the intervention begins, the SEAM consultant meets with 
the organizational leader to educate and teach about the SEAM approach. This is to 
provide education and coaching opportunities on how the leader is expected to support 
and evangelize the work throughout the organization.  The intervention begins with the 
commitment of top management and relies on the leader to model the new practice.  
Then, the intervention is extended to the rest of the organization in a highly participative 
manner (Conbere & Heorhiadi, 2011). The desired outcome of an intervention is that it 
flows two ways, top-down from the leader, and bottoms up when the employees are 
engaged in identifying and reducing hidden costs for the organization, which is 
participatory management at its core.  The impact of engaging the management team to 
lead in a participative management style supports the concept that the crux of the change 
is managed from within, and often times the leaders find themselves in a reflective 
process of change.  Conbere and Heorhiadi (2011) stated, “whether or not they realize it, 
the leadership team has embarked on a journey in which a combination of participative 
and directive management will shape the organizational culture, changing the roles of all 
organizational actors” (p. 8).  
 Engaging Whole Systems.  One task of the leader in a SEAM intervention is to 
“create realistic hope for the actors that participating in the intervention will make a 
difference” (Conbere & Heorhiadi, 2011, p. 8).  Therefore, engaging the whole system is 
key to success in the SEAM approach.  This process is known within the SEAM 
intervention as the “Horivert” process – a term coined by Savall, which is a combination 
of the words horizontal and vertical.  Working with the leadership team is the horizontal 
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phase of the work, and then cascading the information down throughout the organization 
and across other groups is the vertical phases (Conbere & Heorhiadi, 2011).  Conbere et 
al. (2012) stated, “in the horizontal intervention, leaders model openness, respect and 
inclusion. They accept each member of the leadership team without qualifications. When 
the vertical interventions begin, the same unqualified acceptance of all actors continues” 
(p. 5).  Engaging whole systems may be part of existing process for some leaders, but for 
others this will present a challenge.  
 Another change approach that engages whole systems is Lewin’s change 
approach of “unfreeze – change – freeze.”  The mirror effect begins the “unfreezing” 
process for the organization to acknowledge the need to invest time and effort into the 
organizational change (Conbere & Heorhiadi, 2011).  The rest of the SEAM process 
effectively mirrors the rest of Lewin’s change approach.  After “unfreezing” the 
organization as a result of the mirror effect, leaders typically begin working on projects, 
or baskets as referred to in SEAM terminology, that help to reduce hidden costs and 
increase efficiency within the organization.  This is likened to the “change” portion of 
Lewin’s change approach.  Additionally, as the SEAM process continues in the 
organization, leaders and employees are learning about new ways to work, adopting new 
tools and creating more efficient habits as a result of ongoing SEAM training and 
consulting with leaders and employees.  This is a great example of Lewin’s third step in 
his change process, “freeze.”    
 Management Tools and Coaching.  Taking an overt approach to coaching the 
management team in every SEAM intervention is also unique to this process.  The 
coaching process is designed to help managers and leaders align changes within their 
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teams to the larger strategic goals of the organization.  A value within the SEAM 
approach is that treating people with respect in the workplace actually starts with good 
management.  SEAM attempts to train and sometimes retrain managers so they are 
effective in their roles and are able to prioritize the strategic goals of the intervention and 
of the organizational strategy, so all employees feel supported and empowered to carry 
out action and respond to change (Conbere & Heorhiadi, 2014; Conbere & Heorhiadi, 
2015a).  SEAM is unique with the integration of a set of management tools as a way to 
organize the creation of potential, document information related to the management 
practices and decisions of the organization, and provide value-added tools to help 
managers support employee productivity (Savall, 2003; Conbere & Heorhiadi, 2011; 
Savall et al., 2014a).  There are six management tools that help to aid the management 
team to prioritize work and empower employees to be more efficient, and to help assess 
risk and create future potential.  These six tools are unique to the SEAM approach and act 
as a main strategy in the SEAM playbook with regard to management training.  
According to Savall and Zardet (2008), the six tools include: 
• Internal/External strategic action plan: a three to five year plan that allows 
the actors to know the direction of the change work and their roles to achieve 
the strategy. 
• Priority Action Plan: this is a six-month planning tool that allows the 
organization to identify new value added tasks to be implemented. 
• Time Management Grid: This tool helps to assess how well actors are using 
their time.  
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• Competency Grid: This tool is used to assess the skill level of each actor and 
to make sure people are trained in the appropriate skill set and to gain 
efficiency in any new activities they may need to take on. 
• Periodically Negotiable Activity Contract: This is used as a tool to facilitate 
conversation between the manager and the employee to set expectations 
regarding new and existing work that the employee needs to manage within 
core job functions.  
• Strategic Piloting Logbook: The purpose of this tool is to keep track of all 
decisions within the SEAM intervention, as well as to curate information to 
assist in decision-making.   
In addition to these specific tools for top-level managers, with the change process 
implementation there is coordinated training established for all levels of management.  
Top-level leadership determines the groups and managers within the clusters of the 
organization are taught how to appropriately apply the management tools to their 
department (Savall, 2003; Savall et al., 2008).  
Summary 
 Overall, SEAM is a unique change process that takes into account the sociological 
and economic theories of organizations.  With regard to the process of unifying an 
analysis of economic performance with the focus of development of human potential as 
one of the organizations strongest assets, this is a very tall order for most organizations.  
The success of the intervention is heavily reliant on the engagement and involvement of 
the leader to be a teacher, mentor, coach, and advocate of the process.  As noted, there is 
much literature as to what the tasks of the leader is, what the SEAM practitioner does to 
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lead the intervention, and even how employees are engaged. However, there is little 
research on the experience of the leaders who were involved in a SEAM intervention. My 
intention was to add to the body of literature by doing a phenomenological study focusing 
on this experience.  
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Chapter 3 
 Research Methodology 
In chapter three, I discuss the research methodology and describe how the data 
was collected and analyzed.  I used a phenomenological methodology and include details 
around the data collection methods and data analysis in this chapter.  To conclude this 
chapter, I discuss ethical issues and my own bias that was relevant to this study. 
Phenomenological Study 
 This research was conducted using a phenomenological research methodology.  
Phenomenology is a research methodology that is rooted in a socially constructed 
ontology and interpretive epistemology (Creswell, 2013; Conbere, 2012).  Social 
constructivism means that there is no universal truth, rather the meaning and 
understanding, of the world in which one lives, is socially constructed by society 
(McMillan, 2012; Creswell, 2013).  A phenomenological methodology is based on 
interpretive research tenets that suggest the experiences that people have with a shared 
phenomenon can have multiple meanings (Creswell, 2013).  That said, this research was 
focused on understanding the experiences of leaders who had been part of a SEAM 
intervention. 
 Phenomenology.  As noted in the first chapter of this proposal, my research 
question is “What is the experience of a leader during a SEAM intervention?”  To get at 
the essence of the experience, I used phenomenology as the research methodology.  Van 
Manen (2014) described phenomenology as a meaning-giving method of inquiry, stating, 
“Phenomenology aims to grasp the exclusively singular aspects (identity/ essence/ 
otherness) of a phenomenon or event” (Van Manen, 2014, p. 27). With this research, I 
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intended to understand the individual experiences of a SEAM intervention through the 
eyes of the leaders who have been through the common phenomenon: a SEAM 
intervention.  
 Phenomenology aims to uncover the conditions and origins of the phenomena and 
events (Van Manen, 2014).  In this research, I was interested in understanding the 
meaning of the experience for the leaders, who had been through a SEAM intervention, 
and this methodology helped to uncover this.  
 Edmund Husserl, who many consider the father of phenomenology, believed that 
the essence of meaningful experiences comes when one can break down mental mindsets 
that have been created as a result of “habits of thought”, and learn to see what stands 
before one’s eyes (Crotty, 2009; Marton, 1986).  Therefore, researchers must open 
themselves to the phenomenon to see what emerges.  In this research, I opened myself to 
exploring the phenomenon of the experience of the leader during a SEAM intervention 
with the objective of learning about the essence of the experience.  
 Lived Experience.  McMillian (2012) stated, “The purpose of conducting a 
phenomenological study is to describe and interpret the experiences of participants in 
order to understand the ‘essence’ of the experience as perceived by the participant” (p. 
282).  To get at the essence of the experience of leaders who went through a SEAM 
intervention, I studied the experiences that leaders had during the time of the 
intervention.  Dilthey described, “lived experience” as “a reflective or self-given 
awareness that inheres in the temporality of consciousness of life as we live it” (as cited 
in Van Manen, 2014, p. 39).  Gadamer supported this theory and added that there are two 
dimensions of meaning within a lived experience; the immediacy of the experience as it 
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is happening, and the content and thoughts of what is experienced (Van Manen, 2014).  
Therefore, the lived experience is the experience that one lives through before one is able 
to take a reflective view of it (Van Manen, 2014).  By studying the experience of the 
SEAM leader during a SEAM intervention, I was able to under the essence of the 
experiences in order to understand the phenomena.  
Participant Selection 
 Purposeful Sampling.  I used purposeful sampling to find leaders who shared the 
phenomenon of leading an organization though a SEAM intervention.  Purposeful 
sampling was relevant for this research because the researcher can select individuals who 
can inform the researcher of an understanding of the research problem and phenomenon 
of the study through shared experiences (Creswell, 2013; Van Manen, 2014).  Therefore, 
I solicited participants through purposeful sampling to ensure that all participants had 
shared the experience of being a leader in an organization during a SEAM intervention.   
Participant Selection Criteria.  To be part of this study, participants had been 
leaders within an organization during the time that a SEAM intervention took place, or is 
currently taking place.  Another criterion was that the SEAM intervention had been in 
progress for at least a year.  I was interested in learning about the experience that leaders 
had after the initial phases of the intervention had been complete, which include the 
diagnostic phase and the execution of baskets. These activities typically happen within 
the first year, which drove the desire to limit this study to leaders who have completed at 
least one year of SEAM.  
To find participants, I partnered with ISEOR in Lyon, France, and SEAM, Inc., in 
the United States, to obtain a list of SEAM clients, who met my criteria and would be 
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willing to be interviewed as part of this research.  I sent a recruitment letter to each 
person (see Appendix A).  Assuming a participant had met the criteria described above, I 
selected the participants for interviews based on the order, in which they responded to my 
recruitment letter to be part of this research.  In addition, the availability of the participant 
for an in-person interview or an interview via Skype was part of the selection criteria.  In 
the end, I was able to conduct all of my interviews in person versus having to rely on 
Skype or other technology.  The final criterion that was necessary for participants in this 
study was the participants’ ability to speak fluent English, as interpreters were not an 
option. McMillan (2012) suggested the use of an interpreter is thought to potentially be 
detrimental in capturing the essence of the experience.  This was important in my 
research, as a majority of the SEAM interventions up to date have been conducted in 
France, however there have been some SEAM interventions within the United States.  
Data Collection 
 I found the participants for this study by partnering with the ISEOR organization 
in France and using my existing SEAM network in the United States.  I solicited the 
potential participants via email through a recruitment letter (see Appendix A).  In-person 
interviews were the primary data collection method in this study.  I interviewed seven 
leaders across the United States and Europe.   
Establishing Trust and Rapport.  According to Moustakas (1994), the 
interviewer is responsible for creating an environment in which the participant will feel 
comfortable and can respond honestly and comprehensively to the questions being asked.   
Trust is an important factor in the interview process if sensitive topics are to be discussed 
(Gall, Gall & Borg, 2007).  To build trust and rapport, Moustakas (1994) suggested to 
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begin the interview with a social conversation aimed at creating a relaxing and trusting 
atmosphere.  Strong rapport is necessary if the researcher wishes the participant to reveal 
deeply personal or sensitive information (Gall et al., 2007).  Therefore, I began the 
interviews by reviewing the purpose of the research, reinforcing confidentiality and 
ensuring the participant was comfortable with the interview location and the purpose of 
the interview.  
  Interview Questions.  The initial interview question was very vague and related 
back to my research question.  The question was, “Can you please tell me about your 
experience as a leader during the SEAM intervention?”  McMillan (2012) described 
phenomenological interviews as the process in which questions are “open-ended yet 
specific in intent, allowing individual responses” (p. 167).  I stayed true to this format, 
however I did prepare an additional set of probing questions to help guide the discussion.  
Van Manen (2014) suggested an initial set of follow-up questions relating back to the 
research question along with additional probing questions to help guide the participant.  I 
began an interview with a phrase, “Tell me about your experience with the SEAM 
intervention as a leader.”  The following is the set of follow-up questions and phrases that 
I used during my interviews to prompt the participant to continue sharing their 
experience.   
• Why? 
• How did that make you feel? 
• Tell me more about that. 
• Tell me what you were thinking about then. 
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As Van Manen (2014) stated, “Phenomenology is primarily a method for questioning, not 
a method for answering or discovering or drawing determinant conclusions” (p. 29).  
Therefore, these probing questions and phrases were used to draw the essence of the 
experience from the participant.   
 Interview Protocol.  In an effort to build trust and rapport with the participants, 
interviews occurred at a mutually agreed-upon location, and were designed to be private 
and comfortable for the participant.  All interviews were in-person interviews.   
Gall et al. (2007) advised that note taking and tape recording are the usual 
methods for collecting data during interviews.  The use of audio recordings reduces the 
tendency of the interviewers unintentionally interjecting bias into the data (Gall et al., 
2007).  Based on this guidance, I audio recorded each interview.  In addition, I took notes 
during the interview to capture nonverbal communication, body language of the 
participant, and my own interpretation of key themes during the interview.  
Bracketing and Memoing.  In phenomenology, the researcher sets aside personal 
experiences as much as possible by employing a process called “bracketing,” or “epoche” 
as coined by Husserl (Marton, 1986).  Bracketing allows the researcher to take oneself 
out of the study by discussing the personal experiences that they have relating to the 
phenomenon.  This does not take the researcher completely out of the study, but rather 
allows the researcher to acknowledge and set aside the personal experiences to allow the 
researcher can focus on the experiences of the participants in the study (Crotty, 2009; 
McMillan, 2012; Creswell, 2013).  Van Manen (2014) stated, “Gadamer argued that 
prejudices are not only unavoidable, they are necessary as long as they are self-
reflectively aware” (p. 354).  In addition, Marton (1986) noted, “Husserl emphasized the 
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distinction between immediate experience and conceptual thought. In phenomenology, 
we should ‘bracket’ the latter and search for the former” (p. 41).  Through memoing, 
described by Creswell (2013) as a process in which the researcher writes down notes 
during the interviews regarding researcher bias, I identified and recorded my personal 
thoughts that could be construed as researcher bias throughout the data collection and 
analysis processes.  I captured my thoughts and feeling regarding what was said by the 
participant in the interview, as well as after the interview.  Memoing allowed me to be 
more aware of my bias, so that it had less influence on my analysis of the data.  
Data Saturation.  Van Manen (2014) suggested that the researcher keeps 
collecting data “until the analysis no longer reveals anything new or different about the 
group” (p. 353).  This is known as saturation. Data saturation indicates that the researcher 
is unable to find additional characteristics about the phenomenon that are unique and no 
new information is forthcoming from additional participants (Van Manen, 2014; 
McMillan, 2012).  As I mentioned earlier in this chapter, I interviewed seven leaders for 
this study. After five interviews, I believed I had reached saturation, as no new ideas or 
data was coming up during the interviews.  I continued with the sixth and seventh 
interviews to ensure that no new themes emerged from the data. After the seventh 
interview, I was comfortable with the data I had collected and concluded the interview 
process.  
Data Analysis 
Confirming the Data.  Once I completed the data collection, I transcribed each 
interview from the audio recording that I used during each interview.  Before I got too far 
with understanding key themes, I wanted to confirm the data with each participant to 
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ensure that I captured the essence of the participant’s experience that was discussed 
during our interview.  To transform the transcripts into something understandable for the 
participants, I began to write each participant’s story using the persona that I selected for 
each participant to protect anonymity.  This step helped me to summarize the key 
experiences that each participant revealed during the interview.  Once I completed each 
participant story, I sent the written story back to the participant to ensure that I accurately 
captured the essence of our conversation.  Participant stories can be read in chapter four.   
Determining the Essence of the Experience.  After confirming the accuracy of 
the stories with each participant, I was ready to go deeper into the data to understand key 
themes across all of the participant experiences.  I followed the data analysis process as 
recommended by Van Manen (2014).  The objective in analyzing the data was to group 
the data into contextual themes and essential themes to describe the enablers of the 
experience and the essence of the experience.  According to Van Manen (2014), 
contextual themes help to enable the experience, and are incidental to the experience.  
Contextual themes are necessary to enable the experience to have taken place.  Van 
Manen (2014) described essential themes as the essence or qualities that make the 
phenomenon what it is.  In other words, essential themes describe the crux of the 
experience that participants had as a result of the phenomenon. To get to the contextual 
and essential themes, I first started by taking what Van Manen (2014) referred to as the 
holistic approach of reviewing all of the transcripts and coded high-level themes in the 
margins to capture the main ideas of the data.   
Once I did this, I quickly realized that I had too many themes, and the themes 
were not making sense at all.  I tried another approach, in which I highlighted all of the 
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key quotes that, as I thought, embodied the themes that I had jotted in the margins of the 
transcripts.  At this point, I had several amazing quotes to reference, but the contextual 
and essential themes were still not emerging.  
After consulting with my dissertation chair, I took a different approach by coding 
each individual line of copy in each transcript.  I did this by cutting out each quote that I 
thought was relevant to capturing the experience and laying it on several card tables that I 
put together in my home office so I could visually see what was represented in the data.  I 
was starting to feel more comfortable with my data, as I could move the key quotes 
around and start to group themes together.  At this point, the contextual and essential 
themes were starting to emerge from the data, but I still felt like I was missing something 
that was keeping me from going deep enough into the data to create the essential themes 
specifically.  I discuss my progress with my Dissertation Chair, who agreed with me that 
I had not gone deep enough, but felt that I was very close to finalizing the key themes 
from the data.  My Dissertation Chair suggested that I step away from the data and take a 
couple weeks to think about what might be missing.  I knew that I needed to heed this 
advice, therefore my next step was to purchase several magnets, post-it notes, and large 
white erase boards so that I could physically post and move around the themes that I was 
considering in my research.  Taking a break from the data was needed.  Over a three 
week period, I would occasionally wander into my office, look at the themes posted and 
the supporting quotes that were part of the themes, move some quotes around, create new 
post-it notes, move post-it notes, rename themes, add and delete themes.  The patterns 
and ideas were emerging for me.   
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In looking back at that two week process, I recognized that I needed to have a 
very tactile experience with the data I had collected; to physically feel it in my hands 
through the post-it notes and to create visual outlines on white-erase boards.  Once I was 
able to quickly and nimbly rearrange my thoughts in a physical way, the key themes and 
patterns began to emerge for me.  A few weeks later, when I was ready to re-engage with 
my research, the themes were immediately apparent to me.  Once I recognized the 
themes, I noted them on my white-erase boards in my home office with sticky notes so 
that I could continue to play with the data to ensure I had the appropriate placement of 
each main idea with the appropriate theme.  Figure 1 below is a picture of the contextual 
and essential themes as I was analyzing the data.  
 
Figure 1.  Documentation of contextual themes and essential themes during data 
analysis.  The quotes that support the themes are posted on the board with magnets. 
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In addition, as I continued thinking about the themes, I started to see a pattern 
emerging from the data that indicated there may be a particular emotional journey that the 
leader embarks on as part of the path through the SEAM intervention.  To further make 
sense of this, I drew this diagram to continue wrestling with the data.  I will discuss the 
relevance of this diagram in chapter five.  
 
 
Figure 2: The proposed emotional journey that a leader goes through during a 
SEAM intervention.  
This drawing was key for me to solidify the contextual and essential themes 
within the data.  It was at this point of the data analysis that I was able to separate the 
enabling experiences (or contextual themes) from the transformational experiences 
(essential themes).  When I was satisfied that I had finally understood the essence of the 
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experience, I sent this drawing to my dissertation chair and we agreed together that I had 
hit the essence of the experience.     
Privacy and Confidentiality.   
Prior to interviewing any of the participants, I had them sign a consent form that 
is in compliance with the Institutional Review Board (IRB) at the University of St. 
Thomas (See Appendix B).  To ensure participant confidentiality, the names of the 
candidates, who expressed their interest in participating in this study, have been kept on a 
password-protected spreadsheet on my personal computer. Only I had access to this 
computer and its password.  To protect confidentiality, I assigned a pseudonym to each 
participant when writing the analysis of this study; no actual participant name was used in 
this study.  I assigned each pseudonym by printing off a list of the top 10 baby names of 
1900 and randomly assigned a pseudonym to each participant.   
Ethical Issues 
 My intention through this study was to understand the experience of leaders, who 
have experienced a phenomenon of being leaders during a SEAM intervention in their 
organizations.  During the data collection process, I did not harm the participants of this 
study.  Understanding the essence of a phenomenon includes the sharing of sensitive 
information from participants, and I kept all information private and confidential.  Only I 
know the final identity of the participants in the study.  All data collection processes and 
protection of sensitive information is in compliance with the Institutional Review Board 
(IRB) policies at UST.   
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Chapter 4 
Findings 
 In this chapter, I describe the experience that each participant had with their 
SEAM intervention. First, I share each participant’s story.  Then, I describe the common 
experience across the participants by categorizing the contextual and essential themes, as 
explained in chapter three.   
Participant Stories 
 The participant stories reveal the essence of the individual experiences, and also 
serve as an opportunity for the reader to learn more about each participant.  As mentioned 
in chapter three, the identities of the participants are confidential, therefore each story is 
told using the pseudonym that I assigned to each person. The following table shows some 
demographic data of the participants. 
 
Table 1.0 
Demographic Information of Participants.  
Participant’s 
pseudonym 
Gender Age  Job Title and 
Industry 
Country 
Joseph Male 30 – 40 years old HR and Legal 
Director; Staffing 
and Recruiting Firm 
Belgium 
William Male 50 – 60 years old Director; 
Transportation 
Company 
United States 
Edward Male 40 – 50 years old CEO; Healthcare 
industry 
Lebanon 
Robert Male 40 – 50 years old Chief 
Communication and 
Information 
Officer; Higher 
Education 
United States 
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James Male 60 – 70 years old Consultant; 
multiple industries 
France 
Charles Male 40 – 50 years old President; Food and 
Beverage Industry 
France 
Walter Male 50 – 60 years old Consultant; 
multiple industries 
France 
  
Joseph’s Story.  Joseph, a blue-eyed, middle-aged dark haired man smiled when 
we met.  We found a quiet corner in the student commons area of Jean Moulin University 
in Lyon, France to chat about his experience with SEAM.  It was nice to talk with him, as 
he was relaxed and excited to share his personal story with me.  Joseph is a senior level 
executive from a staffing and recruiting firm based in Western Europe.  Joseph joined the 
organization in 2012, at which time the company decided to implement SEAM to help 
strategically grow the organization and to deal with a lack of cohesion in the 
organization.  Throughout his experience with the implementation of SEAM, he 
experienced feelings of resistance among the employees in the organization, transparent 
feedback during the mirror effect, and mixed emotions about adopting the SEAM tools.  
Organizational resistance at the executive level.  As Joseph shared his 
experience with SEAM, he spoke about a period of organizational resistance that he 
observed from the people on his team and within his peer set.  When the organization 
decided to implement SEAM, it was the decision of the top management within the 
organization, so it came straight from the top.  Joseph said,  
There was some convincing to do with regard to implementing all of these tools 
and the new ways of working, to some it felt like management was trying to 
control the people, giving some the feeling that it is ‘big brother,’ but it is not ‘big 
brother,’ it is just different. So yes, at the beginning, we did have some resistance. 
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Joseph shared that the CEO needed to spend a lot of time with the teams dealing with this 
initial feeling of organizational resistance.  In Joseph’s opinion, alignment is key in 
implementing a successful SEAM approach.  Joseph said, “To succeed is to be sure that 
the executive team as a group is fully aligned and fully supporting this project.”   Joseph 
said that he felt the entire executive team was not aligned at the beginning of this 
implementation, thus the CEO needed to spend an inordinate amount of time focusing on 
the team resistance.  He stated, 
Sometimes the most difficult and biggest problem you have is people who say 
they are not supporting the idea, but they will do it. And then you have people 
who say nothing, but you know they definitely want to implement. This is really 
difficult. 
Joseph recalled that when the organization was dealing with this change, there 
were two different perspectives from the organization. He stated,  
There were people who were afraid of change, and then there were people who 
wanted change. People who are afraid, we can work with them, explain it to them, 
tell them why we are doing this, what is the goal, how it will help [them] to 
perform better and to be more happy in their work. But you have also people who 
are working against change. We never said it so explicitly but it was pretty clear 
that the expectation was that you had to go with it or you are leaving.  This was 
the expectation. 
Once this expectation was set and communicated across the organization, Joseph recalled 
that he felt most of the company had bought in to the project.  While there was still some 
hesitation, he felt it was much easier to handle as part of standard change management 
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within the organization.  He said, “There are still some people who are afraid, but it is 
much easier to deal with this.” 
 Joseph was surprised that the implementation of SEAM took much more energy 
and more of his time than he originally expected.  He stated, “I came to the conclusion 
that we have to invest more time, more energy into supporting SEAM across the 
company…I felt some frustration as a leader because it is hard to maintain this across the 
company.”  According to Joseph, the company was not afraid of hard work and often 
worked very quickly to implement a project, but he felt the SEAM implementation was 
different. “With SEAM, you need to work every day, nonstop, and give it the same 
energy. Not just little bits of energy every so often.” 
One moment that exemplified the lack of buy-in among the executive team came 
during the expert opinion of the diagnostic phase.  Joseph stated that “It was one of the 
points of the diagnosis from ISEOR, it was the lack of cohesion in executive 
management. So the cause of the problem is also a problem in implementing the 
solution.”  Joseph recalled that at that moment, the CEO decided to make changes to the 
executive team.  He said, 
It was a necessary step to successfully implement the method.  One person was 
resistant because he was afraid, and ok, the changes are hard.  The other person 
who was impacted by this, wanted to stop this project, so we let him go. It was not 
acceptable to act this way. 
Joseph stated that once there was full buy-in with the SEAM process and acceptance 
across the executive team, it was much easier to move forward. “I have to confess, it was 
very easy. It was much easier for the CEO when everyone was supporting.” 
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Transparent feedback.  Joseph shared that the SEAM process was just beginning 
when he started with the organization in 2012.  After only three months of working for 
the company, the consultants shared the mirror effect with him.  Joseph recalled how he 
was feeling in that moment, saying, “So I came to this company and I saw the mirror 
effect and I thought, ‘Ok, I am not liking this!  Oh my goodness, this is debilitating.’”  
While he was nervous at first, Joseph recalled thinking that he was actually really 
enthusiastic about this as well.  “I thought in that moment, wow, it’s crazy that an 
organization is ready to accept and do this, and to actually get the feedback from the 
mirror effect and to be so transparent.” 
Regardless of his initial feelings, Joseph was very excited about the mirror effect 
data.  The leadership team shared the results of the mirror effect to everyone in the 
company via intranet.  He said,  
I think it is so transparent to say, ok, we are not perfect, but we are assuming that 
there are not good working conditions.  We are transparent about it, and we will 
work together to fix it. This kind of dynamic is super.  
Joseph shared that the opportunity he had to be part of such raw, honest feedback was an 
invaluable experience for him as a leader, and critical to his growth as a leader.   
Mixed feelings about SEAM tools.  Joseph shared many sentiments about the 
different stages of implementation, from the excitement that the teams had in being part 
of the baskets to the initial hesitation and ultimate acceptance in using the SEAM tools.  
He stated,  
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There are still some people who are afraid, who don’t believe in the tools.  There 
are also people who are working with the tools in other ways, because they think 
‘the tools are not perfect but if I change it slightly, it is working for me.’   
In addition, Joseph shared that he was personally feeling more efficient in his work 
during his journey through the SEAM implementation. He said,  
I do think I am working more efficiently. Because we have more of a culture to 
accept more work than we can actually do, I am more comfortable now choosing 
what I cannot do. And I, as a leader, am feeling this, and I am definitely seeing 
this throughout the rest of the organization.   
Joseph shared that through the SEAM framework, he learned more about efficiency.  One 
of the efficiencies he adopted through the SEAM process was using conference calls 
more often instead of in-person meetings.  He began to invest in tools to be more 
successful in holding virtual meetings.  This resulted both in cost savings for travel and 
more inclusion of other people being able to participate in meetings in which they 
otherwise would not be able to participate due to travel restrictions.  Virtual meetings 
helped in creating a more collaborative culture.    
Joseph shared that there were many things he learned in SEAM that he will use all 
of his life. He said, “maybe I will use some tools differently, but I think what I learned in 
these three years, I will use a lot of this the rest of my life.”  At the time of our interview, 
Joseph was still implementing SEAM in his organization and he felt that there would 
never be a day that the company might stop this process.   
Overall, Joseph’s eyes shone with pride and accomplishment during our 
conversation, as he recalled his experience with SEAM.  
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William’s Story.  William is a recently retired, active and athletic, dark haired 
man with kind eyes and a captivating smile.  He invited me to his home to share his story 
with me, where he is spending his retirement on a parcel of land that he and his wife 
recently turned into a vineyard. He can spend his days growing grapes and his nights 
enjoying the beautiful view of a narrow stream that runs through his backyard. William 
and I enjoyed lunch at his kitchen table with his dog curled up at my feet as he shared his 
experience of his SEAM implementation with me over a glass of wine.  William was the 
Director of Transportation at a school district in a Midwestern state in the United States 
when he implemented SEAM, and bringing this new change management strategy to his 
organization was one of the last things he did prior to his retirement last year.  William 
had a very personal journey with SEAM, and saw it as an opportunity to not only help his 
team but also to continue developing as a leader.   
SEAM as a way to spark personal growth and change.  William knew that his 
team was experiencing frustration and that morale was low.  While William had been part 
of the organization for more than 30 years, he was still at a loss for how to make 
impactful changes in the organization that would help address morale and would be 
sustainable.  Though his network, William was introduced to two consultants, who were 
working with ISEOR in France to bring SEAM interventions to the United States.  He 
stated, 
I read up on it [SEAM], and it really felt like it was a fit of my personality. I am a 
true believer that, sometimes to a fault, I will lead with my heart, and it just felt 
right for me.  It seemed like the right direction for me and for my organization, 
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and it seemed like it could help with what I was looking for to help make changes 
and to be a better director.  
Not only was William looking to find a way to drive change in his organization, but his 
confidence was down and he was looking for an opportunity to continue driving his 
personal growth as a leader. He was nearing retirement, and he was feeling a sense 
personal failure as a leader. He stated,  
I need help in becoming a better director, a better leader. I felt I was failing and 
there were a lot of things happening in the organization, and at times I didn’t have 
the support I needed to lead my team.  So [the consultants] offered me a couple 
different options to help, and one option was to implement SEAM.  
William made his decision quickly to introduce SEAM to the organization and 
immediately started working with the consultants on the SEAM process and generating 
buy-in within his organization.  
In his initial conversation with the SEAM consultants, William described the 
interaction as very emotional for him.  He said, “I actually broke down into tears because 
for me it was very emotional, and I thought, ‘I finally have someone here helping me 
out…someone is going to give me good direction and a path to follow.’”  William was 
finally feeling the relief and support he needed. 
Mixed emotions and feelings toward SEAM.  William shared that the process of 
bringing the organization on board was a challenge for him.  He said,  
The staff underneath me, they were apprehensive.  They were wondering, is this 
just another consultant coming in, is this going to be a fix, are people going to tell 
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us what to do and then leave? They didn’t have enough information to process it 
even though I shared it with many of them.   
In addition to being hesitant and apprehensive, William also described the staff as being 
nervous about their jobs.  He said, “Many of the staff thought, ‘Oh no, is someone here 
headhunting and they are going to take my job away?’”  William recognized this as fear 
for their job but also fear of change.  He stated, “Change is hard for a lot of people. Many 
embrace it, many don’t.”  Working with the fear and hesitation from the team was a 
challenge for William. 
In addition, William was surprised with how difficult it was to implement use of 
the tools on his team.  He said,  
They [the team] felt they already had too much on their plate, and they were 
bucking the system. I wanted them to use some of the tools.  They said they didn’t 
have time to even use the time management tool.  As a leader, I was conflicted, I 
wanted to make them do this but also respect their workload. I didn’t know what 
to do.  
William described his feelings as “angry, grumpy and crabby” when I asked him how this 
resistance from his team made him feel.  He said, “I typically don’t like to lead that way, 
the way of telling my team what to do, but I was getting tired, and I couldn’t push any 
harder.” 
William also had his own personal feelings toward the SEAM process when he 
began. He said,  
I was a little scared at the beginning, but I don’t think it was fear of the process, 
but maybe fear of being successful, or just being thankful that someone is finally 
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here to help me and it felt like fear.  But I could sense there was a change starting, 
and it was for the better.  
In addition to the initial fear that William was feeling, he also had feelings of being 
frustrated and overwhelmed with the process.  William said, “I was frustrated and scared, 
but also overwhelmed.  This was a lot more work than I was expecting.”  He went on to 
say,  
I could have used another person just to help with the coordination of the 
schedules for everyone, including the coordination of the management team and 
the baskets.  This was just one more large initiative added to my plate and nothing 
else came off in order to allow me to focus on this.  
William noted that the process of having to prioritize the SEAM work was part of his 
development as a leader.  He said, “They [the consultants] told me I needed to learn how 
to say no, I can’t do more. This was more important to me, so I had to say no to other 
things in order to prioritize the SEAM work.”  William described this feeling as 
“empowering but scary,” and said he started to push back a bit within his organization, so 
he could continue focusing on his team and his implementation of SEAM.  He said, “Part 
of the problem is that only my division was implementing SEAM, not the entire school 
district, so when I have to say no to others, they didn’t really understand.”  With his 
retirement looming, William said this was hard for him to “rock the boat,” as he 
described, but it was worth it to begin driving change for his team.  
Whole team participation.  William shared that one of the most rewarding parts 
of his experience was observing the participation across his entire team.  Once the trust 
was built, the anxiety started to dissipate.  He described his elation at having had his team 
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participate in the mirror effect feedback and having an opportunity to act on something 
that was real. He said,  
They [the consultants] came back with the mirror effect, and it was very 
interesting to have all of these things shared back with you, all of the statements 
and the pieces.  It actually felt really good to have this, like ‘Let’s talk about it, 
it’s out in the open, and here are the pieces.’  
William said that there were some quick wins as a result of the mirror effect that seemed 
meaningful to the staff.  He said,  
Some of the pieces were real simple things but I had been told by leadership and 
others that they didn’t want me wasting my time doing this, like having staff 
meetings, and yet here I am finding out that these things actually ARE important 
to my team.  
When William heard from his team through the mirror effect, he said that he was given 
permission to lead with his heart instead of doing what other people had always wanted 
him to do.  He stated,  
We established driver meetings and staff meetings, and yes, it was going to cost 
me money out of my budget, but we saw the benefits almost immediately.  It was 
huge, because again I felt like I was leading with my heart by creating culture of 
collaborating and communication.  
William was surprised to see that implementing something as small as a staff meeting 
was starting to build more team cohesion. He said, “We started to have better cohesion 
amongst our group.  And we had a good focus on what needed to be done, and how to 
resolve some of the problems.”   
		
43	
Feeling success as a leader.  As William continued to tell his story, he described 
many examples of team harmonization and positive team dynamics as he continued to 
lead the team through SEAM.  He said “The pieces started to fall into place when the 
staff realized that mostly what they needed was a chance to be heard.”  Personally, for 
William, he started seeing the changes he was looking for all along as a leader. He said,  
SEAM helped me at least focus, and now my focus is coming back and I am not 
only leading by my heart but I am leading with my head a little bit more.  And 
perhaps my anger helped a little bit with that, which is good. 
In addition, he began to gain buy-in from other parts of the organization as he continued 
to share the work he had uncovered with SEAM.  William said,  
I started putting together a graph of all the issues and problems that came out as a 
result of the mirror effect and expert opinion.  It showed that we were the only 
department that was touching the entire district, and yet we didn’t have the ears of 
the leaders that we needed. This was eye opening for my peers and me across the 
district. 
Shortly after he implemented SEAM, William was scheduled to retire from the school 
district.  
 He recalled his time with the SEAM implementation as “emotional yet life 
changing as a leader.”  He hoped that the legacy he left behind would continue to be 
cultivated with this successor.  
I was so impressed with William’s story, and how he was able to draw me into his 
experience through his detailed descriptions of how he was feeling.  His journey through 
the SEAM implementation was an emotional one.  It was clear to me by the end of our 
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conversation that William had a kind heart and empathy for his team that I have not seen 
paralleled in many other leaders. Hearing his story and learning of his feelings throughout 
the SEAM implementation was a joy for me.  
Edwards’s Story.  Edward is a tall, middle-aged man who can command a room 
with just his presence.  On the day we met for him to share his story with me, he was 
sporting a gray power suit that screamed poise and confidence, and a smile that softened 
his appeal and brought forth a sense of caring and compassion.  It was great talking to 
Edward about his SEAM experience, as he exuded pride and passion for what he has 
done with his organization as it relates to the SEAM implementation.  Edward is the CEO 
of a medical facility located in Middle Eastern Europe.   He has had much experience 
with SEAM before actually implementing at his own workplace.  Edward had studied 
SEAM at ISEOR about 10 years prior to implementing at his organization in 2010.  
Edward holds a Ph.D. in SEAM through the ISEOR affiliation with Jean Moulin 
University in Lyon. 
Difficulty aligning the organization.  Edward recalled that even though he held a 
Ph.D. in SEAM and was highly knowledgeable in the process, it was still difficult to 
align the entire organization to accept SEAM.  He said,  
I suggested to the decision makers that we implement SEAM.  They didn’t 
understand what I was talking about, so ISEOR suggested coming over and 
having training in SEAM in order to discover it and what would be the added 
value for us to implement.  
This is the strategy that Edward moved forward with. His organization sent three of the 
main decision makers to Lyon and had training at ISEOR on SEAM.  After this was 
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complete and the decision makers were on board, an agreement was signed with ISEOR 
and the SEAM implementation began. This was in 2011, and his organization has been 
implementing SEAM ever since. 
Moving past the resistance of SEAM in the organization.  Edward was 
passionate that the organization had solid training and education on SEAM.  He felt that 
true understanding and appreciation for the process could create more buy-in across the 
teams. Edward stated, 
We wanted to train them by explaining that this is about human potential and the 
main purpose is to help them with better time management, working conditions, 
and better organization.  Somehow it will help [them] better execute and be more 
comfortable in their role in SEAM. 
Edward also felt a sense of helpfulness as he worked across the organization to create 
buy-in and to move past the resistance.  He said, “I was ecstatic to use the methodology 
to help others understand; middle managers, heads of department, and others to train 
other people to help with acceptance or to convince them to apply the concepts.”  
Regardless of this tireless push to train and educate on SEAM, Edward still felt 
some resistance at the time of implementation, and still to this day.  “The resistance 
mostly comes from people who do not like structure,” Edward stated.  
Confidence in SEAM and its tools to drive organizational change.  With 
Edward’s past experience in SEAM, he felt he was well prepared for the process of the 
mirror effect. He stated, “Nothing really was a surprise.  I had prepared my team to know 
what was coming, and it was helpful to hear the comments so we could clarify the 
dysfunctions that exist in the organization.” In addition to being well prepared, Edward 
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was also confident in the process of SEAM and that it would help his organization.  He 
stated, “I was confident it was going to work and would be added value to our 
organization I was aware that we had many dysfunctions that needed to be fixed.” 
 Edward’s confidence during this process was contagious among his organization.  
His positive outlook on the SEAM process helped him to drive adoption of the SEAM 
tools within the teams, one of which was the Time Management Grid.  He said,  
Everyone adopted the tools that we introduced willingly.  First, we started with 
the Time Management Grid.  And we read them and analyzed the data that 
everyone input.  And it paid off, because we noticed there were slots of time for 
many people that could be converted and applied to help in the strategy of the 
organization. 
The data that Edward got from the time management grid was a clearer picture of the 
shift of functions that were occurring.  Edward said, “There are some portions of time 
that are spent on shift of functions or regulation of dysfunctions, so there was an 
opportunity to do things more efficiently.”  As efficient as these tools are to identify 
opportunities to be more efficient in the workplace, Edward acknowledged “there is also 
some time that will never be accounted for.” 
However, even with adoption of the tools and the proven methodology, Edward 
and his team also tweaked the implementation with current practices.  When asked if 
Edward modified the tools at all when introducing them to his team, he stated, “No, we 
didn’t modify them, except we used some of the classic indicators that we used before 
and merged those with the SEAM process.”   
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Appreciation for the process.  Edward is a huge advocate for the SEAM process.  
While coming into the implementation fully trained on the process, he was a bit surprised 
about the acknowledgement that SEAM helped him become a better leader.  In a 
contemplative manner, he said, 
I see benefits of SEAM, as a leader, all around my organization.  It increases the 
quality of management. It allows people to go more in depth with their 
competencies and their skills and behavior. I want this for my team, I want to see 
them grow. Actually, it’s a way of caring and developing for them [my team].  
Edward also shared that as a leader, he did not know how he would survive without these 
tools. He said, “I can’t work without these tools. It’s like a mobile phone; we use it, and 
after not using it, we wonder how we didn’t use it, because it’s part of us. That’s how I 
feel about SEAM.” 
 Edward closed by noting, “SEAM is a very structured methodology. It’s one of 
the most complete theories, and an evidence based theory, as it relies on research and 
intervention to prove itself out.”  Edward was very passionate and proud of the work that 
his organization did to implement the SEAM process into his work, both personally and 
professionally.   
 Edward was very business-like as he shared his experience with me.  However, 
when he spoke about how SEAM changed him as a leader, I saw the sparks in his eyes. I 
realized that his emotions were also involved in the intervention, and the caring and 
empathy he had for his organization was strong.  
Robert’s Story.  When I first saw Robert in the conference room where I would 
interview him, I recall thinking that he seemed introspective, serious, and business like.  
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Dressed in a casual collared shirt and khaki pants, he seemed comfortable in his 
surroundings and confidence exuded him.  Robert is a tall, physically fit middle-aged 
man with a serious yet contemplative attitude, with almost a “professor-like” presence.  
As the Chief Information Officer (CIO) for a higher education institution in the Western 
part of the United States, he seemed to carry the burden and intensity that his position 
puts on him.  Robert also achieved a doctorate in Organization Development (OD) and 
this OD background helped him to be very collaborative and promote participative 
management. Once we started chatting, Robert opened up about his SEAM experience 
and he revealed valuable insights that helped me understand the leader’s experience in 
SEAM. 
Emotions during the process.  Robert began by talking about the emotional 
charge he was feeling when he decided to implement SEAM at his organization.  As a 
new leader to this team, he took some time to understand the culture and perception of 
the team.  Robert said, “There were a lot of feelings of really discouraged people, who 
have been here a long time, with low morale, lack of strategic direction. It was pretty 
obvious that we had to do something.”  Once Robert decided to implement SEAM, he 
started by sharing SEAM articles with the leadership team at his organization, and soon 
he had buy-in to execute a SEAM intervention.   
Even though Robert had disclosed that he had previous training in SEAM, this 
had been his first intervention where he was as a leader within an organization going 
through the SEAM process.  He said, “There really is a vulnerability and openness that 
leaders need to have to be able to go through SEAM…and the way the information is 
presented back, it breaks down a lot of the hierarchy within the organization.”  Robert 
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recalled the first meeting that he had for the Mirror Effect, and he said that he felt 
“surprised about the depth of the dysfunctions within the organization.”  Robert stated,  
I knew this stuff was going on, but here it is, it’s just all out there.  One learning I 
had was that you need to be fairly confident to execute SEAM.  I think that the 
more confident the leader is, the more successful it will probably be within your 
organization.  You have to open the door, and be open to the criticism and 
actually talking about the dysfunctions. 
Robert shared that once he was over his initial “shock and awe of the Mirror Effect,” he 
was feeling more confident and less surprised when the expert opinion was presented.  
Managing the reluctance of the organization was a barrier.  Robert recalled that 
the reluctance of the team to participate in and execute SEAM was a barrier.  While 
Robert shared that the opportunities he took to train the others on SEAM, talking about 
the values and how it applied to his work, was “energizing” to him, he could not say the 
same for his team.  He said, “My team members, when we talked about the work required 
for SEAM, they didn’t really want to do it. They had other work on their already full 
plate, and they just plain didn’t want to do it.” 
As Robert processed that comment, he followed up with this thought,  
Everyone has to do their part, and I think that is part of my point.  I have to do 
parts that I don’t want to do, and it forces other people in the organization to do 
things they don’t want to do, but we have to do it, and there is negotiation around 
that.  
Overall, the push for SEAM within his organization paid off for Robert. He said, “As a 
leader, I had the satisfaction of knowing that this process got people to have 
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conversations that I wanted them to have. So that’s been by far the most positive part of 
it.” 
Feeling free.  Another thing that Robert described in our interview was that the 
process of having SEAM consultants come to his organization to help him with the 
dysfunctions in his organization was “freeing.”  Robert said,  
Hearing the mirror effect, well that actually felt ok.  I think that the initial feeling 
after that was pretty freeing.  It outlined what we were going to work on, and then 
we walked out of there to start executing. I couldn’t have felt that way without the 
consultants here to help me through this. It was a relief.  
Robert also mentioned that the SEAM process and intense call to action also facilitated 
new ways of operating and adoption of new language within his organization, which was 
also a relief for him.  He said,  
The strategic planning process is very participative, but there is a lot of shared 
governance around it. But it is also not very directed, not a lot of things are 
coming out of it. SEAM forces action around strategic planning and brings in the 
accountability piece that we have never had. In addition, SEAM brings about a 
shared language that we can all speak.  For instance, the concept of “hidden costs” 
is something that everyone gets, everyone can relate. This is freeing for me, as a 
leader. 
Robert acknowledged that while SEAM and the SEAM consultants were a sense of relief 
for him, it definitely came with a price; his time. 
SEAM is time consuming.  Another highlight that Robert mentioned was that the 
SEAM process took more time than anticipated.  He said, “It’s been hard, to realize that 
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the time commitment is bigger than we originally thought. I don’t think it was bigger than 
we were told, but it was bigger than we thought.”   Robert really thought about this point 
for a minute during our interview, and followed up by saying,  
Through my OD program and now the SEAM implementation, one of the hardest 
lessons I learned is that the leader’s role is way more work, because there is so 
much management of your own emotions, and how you want to react to people.  
Robert was very passionate about the point that “SEAM right now is exhausting.”  He 
was interested in knowing how other leaders felt about this point, but he shared that he 
felt “overworked” and “tired” because the crux of his job was still there, in addition to the 
SEAM responsibilities as a leader.  He said, “The consultants are doing great work, and 
we have fun when they are here, but it is freaking exhausting.” 
 In addition, he said that he felt disappointed that his team did not take some of the 
SEAM activities more seriously.  He said,  
It has been difficult to engage the leaders in my area in the 1-1 coaching 
opportunities. They still don’t see that as being core to who they are and what 
they do. However, now when the consultants are here and we schedule time for it, 
they show up and enjoy it.  We just need to make the time in our schedules. Our 
lives are busy.  
Robert said that he realized the vision of where his team needs to be in the future, but he 
still has to maintain his full time position, just as his staff must do. He recalled that “this 
has been the hardest part of SEAM, it’s just so exhausting.” 
Changes in the organization.  Despite the intensity of the SEAM intervention 
work and the initial push made by Robert to gain buy-in and create a SEAM environment 
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within his organization, he believed that there are a good percentage of folks on board 
with SEAM.  In spite of the difficulties Robert may have had at times with his team’s 
adoption of SEAM, he did recall that there were some positive outcomes of gaining buy-
in across his peer set at the beginning of the process. He said,  
One of the positive things that we did was we invited the other VPs into the 
Steering Committee and to sit in on the training. This led to another VP within the 
cabinet to decide to adopt this in another area of the campus next, and he is a 
supporter in expanding. 
From an overall adoption rate of SEAM and the progress that it has made on 
organizational change and strategy, Robert has seen improvement from those first months 
that he assessed his new team’s culture.  Robert recalled results from an employee 
engagement survey that was recently held.  He stated,  
About 75% of the people feel like we are going in the right direction, 25% hate 
me, and they hate everything we have done. So I think that is a pretty good 
measure that it has been positive among the team overall. There will always be a 
percentage that does not agree, but as a leader, you need to be ok with that.  
Overall, Robert, with the serious eyes and contemplative smile, was passionate to share 
his experience with me.  His honesty and insight were invaluable.  
James’s Story.  James is a distinguished, sophisticated looking man nearing his 
retirement. Dressed in a suit and tie for our conversation, my initial impression of James 
was that he came off as smart, capable, and confident (that is what I think of when I see 
suit and tie).  He has had a very successful career as a leader and business owner for 
small to mid-sized companies for over 40 years in Western Europe and now is doing 
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management consulting for various organizations.  What I learned about James during 
our conversation is that he is curious, determined, and driven to succeed, in addition to 
being smart, capable and confident as I had assumed upon first impression, as 
demonstrated through the experience he shared with me.  James started the conversation 
by telling me about how he first started working with SEAM. 
Curiosity about SEAM.  James started his journey with SEAM by doing research 
and visiting other companies that had implemented SEAM.  He said,  
I met with a chairman of a company, and he said that they had met a consultant 
who helped them grow the company from what was a small shop to a multi-
national merchant. If a chairman speaks about a consultant he knew 20 years ago, 
this means that this consultant was good enough, and his name was Henri Savall.  
My first goal was to meet with Henri Savall. Took me six months, but I did it. 
And that’s when we began to implement SEAM at my organization. 
As James was telling me the story about the early days when he met Savall, he became 
pensive and recalled something.  He stated, “I discovered that what I needed was not 
someone to help me implement a new strategy, but someone to teach me what was the 
right management style.”   
 By the time James was ready to bring SEAM to his organization, he was 
enthusiastic and excited to see the changes that would happen within his company.  
However, the resistance that he was met with within the organization surprised him.  
Managing the internal resistance of SEAM.  James was passionate about the 
power of collaboration that SEAM would bring to his organization. He said, “I did not 
want to be the driving force. The beauty of SEAM is instead of having only one driving 
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force, you have as many collaborators as you have people.”  However, James shared that 
not everyone felt the same within the organization. He stated,  
We had to face the defeated attitudes of people who are reluctant, who are afraid 
of losing control of their organization, people who are against change, people who 
wanted to keep their own system within the system.  My position was much more 
about trying to bring these people inside the system rather than leave them 
outside.  
When I pressed James on where the resistance was focused within the 
organization, he stated that much of the reluctance was at the higher management level 
than the lower management levels. He said,  
The base people were all happy, the 5% that I had to deal with resistance from 
was the intermediate or top level management.  They thought they would lose 
control and they would lose their job, or even worse, their importance. 
Ultimately, James was able to help the individuals understand the benefits of SEAM by 
evangelizing the concept of enhancing human potential, one of the core values of SEAM.  
James said,  
A full implementation of SEAM takes at least two years. So I had two years of 
convincing my people that they had to accept SEAM and that it was for their 
benefit.  Not only for the benefit of the owner or the president, but for the human 
potential of each individual…SEAM is not a control system, it is a cooperation 
system, a coordination system, and communication system. It’s something that 
controls the cohesion, but not a system by which to control.  
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James was able to teach and share with his team because of the experience he had with 
the extensive training and teaching from SEAM prior to implementing.  However, even 
the best training cannot prepare you from hearing the feedback from within your own 
organization, James recalled.   
Shocked by the mirror effect.  As James shared his story with me, he recalled his 
feelings about the Mirror Effect. He said, “The mirror effect was a shock. The first to be 
shocked was myself.  I couldn’t imagine that these things were happening in my 
company.”  The shock James was feeling was real, he had much education on SEAM 
before implementing in his organization, and he had been told about the purpose of the 
mirror effect, and how raw and honest the feedback can be.  James said, 
I was sociable in my organization, having the impression that everyone was open, 
and all subjects were not taboo, that everyone was happy, when in fact the mirror 
effect came as a shock to not only me, but primarily me.  The higher you are in 
the organization, the bigger the shock. That’s my opinion. 
James acknowledged that he felt the organization felt heard and respected in the moments 
of the mirror effect. He said, “People recognized that what they said was taken into 
consideration, and brings reactions to the management team, and reactions means 
solutions.”  
During our conversation, James was visibly thinking back to the moment he was 
listening to the mirror effect.  He said that he found this time (the time of the mirror 
effect experience) as a time of deep reflection for him.  He said,  
I found that I was the problem. I was the president of the company and I was the 
problem. I was not able to delegate. I was not able to leave people be. My ‘mirror 
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effect’ of the mirror effect was to take action that I should spend much more time 
in my office, and stop harassing all my collaborators.  
Luckily, James recalled, the shock from the mirror effect was short lived.  Once he was 
able to digest and acknowledge the feedback, he was ready to jump into action. He said, 
“The beauty of the mirror effect is that once it is done, everyone forgets about it and 
starts working.”  Work was what they did, according to James.  With that work came 
other feelings that James was eager to share with me. 
Feelings of liberation and relief.  During our conversation, James shared his 
feelings about SEAM once the work was finally starting, after the mirror effect and 
expert opinion.  James said he felt, “relief and excitement that someone was finally here 
to help me not only with my organization but to become a better leader.”  I pressed James 
further on this point, and he expanded by saying, 
For me, as a leader, it caused liberation. I was freed of tasks which I had imposed 
on myself, thinking if I didn’t do them, no one would do them, or not do them as 
well as I was used to. I was giving too much importance to myself in my 
organization and not enough time to take advantage of what my role really was. 
The role of the leader is not to take care of the day-to-day operations but to take 
care of the future of the company. SEAM had me organizing my time to make 
sure the future of the company was secured. 
James shared that he felt he “had permission to delegate to his team, and to place more 
trust in the human potential that was being created.”  He stated, “SEAM is not an 
organizational method in which you design squares and put names in it, it is a method to 
know how to make sure how human potential is used at its best.” 
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James described his experience with SEAM to me with passion, intensity, and 
pride.  It was clear to me through the anecdotes he shared that SEAM had been very 
transformational to him.  As a parting thought at the close of our conversation, James 
said,  
SEAM has changed my life in terms of organization, in terms of taking control of 
time, and delegating…SEAM has liberated all of the energy that I had and, much 
more important, liberated the energy of the people who wanted to do something 
within my organization, and leaves them enough space to breath and to be 
strategic.  
I enjoyed the passion with which James shared his story with me.  
Charles’s Story.  Charles is a middle-aged man with a medium build, piercing 
grey-blue eyes, and a friendly smile.  Charles is the president of a local chain of 
restaurant/bars in France.  We had an engaging conversation about his experience with 
SEAM while sitting at one of the establishments he runs and sipping on fresh apple juice.  
The atmosphere was busy, with people eating, drinking, and enjoying each other’s 
company.  Charles and I had an out-of-the way table that afforded privacy, yet comfort.  
Charles was excited to chat with me about his experience with SEAM as the leader of the 
organization, which he implemented more than 10 years ago and still practices, and was 
eager to discuss his challenges, fears, and successes of SEAM. 
Charles was ready for change.  Charles had reached a point in his organization 
when he was ready to start driving intense change that would help solidify success for the 
future of his company.  Charles said, “We realized quickly that there was a difference 
between where we were going and where we needed to go. So we called ISEOR.”   
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 One of the reasons that Charles was keen on the SEAM process was the focus on 
human potential.  He said, “I needed to put more focus on the creation of human potential 
with more participation, I needed to have a good information system to have a good 
company, and good collaborators.”  Charles shared that he values all of his employees, 
and to implement a change that would position the company strongly for the future, he 
felt SEAM was the way to go. He said,  
I have a big belief in the human potential.  I feel we are more clever together and 
can do more together.  What we wanted to do was to create a new team process of 
working, so we could have the feeling empowering, because then we would have 
more cohesion on the team.   
Even though Charles was passionately sharing the concept of human potential, there was 
still fear and resistance among his team that he needed to deal with.  
Dealing with fear and resistance to change.  While Charles was excited to 
implement SEAM, he soon realized that others in the organization did not share that same 
passion.  He said, “I realized that my own energy was not enough to make the holistic 
change. The resistance across the organization was too strong.” 
 Charles really struggled at the beginning to understand the points of view of 
others in the company.  As he remembered the early moments of the SEAM 
implementation, he stated, 
If people are convinced that they are good, it is difficult to help them change.  We 
tried to show them that what they were doing was not as efficient as they think, 
and that there is a better way.  The time we took to explain and convince was not 
taken at the beginning.  I couldn’t imagine that people were thinking differently 
		
59	
than me.  For me it was so obvious that SEAM is a good way of working and I 
had to realize that a lot of people were thinking differently and I had to think 
about the way through the execution and how I could help them change.     
Charles said that he quickly learned that he needed to teach by example, so that the 
organization would feel more comfortable with SEAM.  He said he achieved this by 
“letting the people go on stage and letting the people be the actors.”   He said, “I learned 
to be less an actor and more a producer, behind the stage in the shadow. That is my new 
job!” 
 Charles shared that one way he dealt with the resistance of the organization was to 
make participation mandatory – no excuses.  He said,  
If you are here full time, you will be expected to take part in the project, because 
it is important to feel you are part of the project and the quality of your work will 
be reinforced.  Only having a couple people in the company working on SEAM 
can be distracting if people are working against what everyone else is trying to 
create.  
Charles did share that some people were still resistant to the idea of SEAM, and at that 
point, Charles decided to “let people go at their own desire if they didn’t wish to 
implement.”   
Once Charles began to feel comfortable delegating more and teaching about how 
SEAM was a positive change for the organization, he said that many of the team came 
around to believing in SEAM like he did.  He said, “What I have appreciated with the 
process is that we have created the conditions for permanent improvement.”   
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As Charles continued his story, he spoke about his personal feelings that he had 
during the SEAM intervention. 
Impatience and difficulty leading a team through SEAM.  Charles shared that at 
the beginning of the SEAM intervention, he was very impatient to get started. He said,  
I was too impatient, I wanted the changes to start and be resolved very quickly.  I 
wanted the changes to be very quick, but I had to learn patience, strategic 
patience.  That was my first experience with the change, and for the first time I 
started to question my approach. 
 In addition to being impatient and ready for the changes to be implemented, 
Charles also mentioned that at the beginning of the SEAM intervention, he did not think 
that SEAM was “that difficult.”  He shared that this was probably the reason for his 
impatience, as he felt the methodology was “so simple to understand” and wondered how 
difficult it could really be to implement.  He said,  
I was impatient. I wanted it to go too fast.  My only regret with the whole process 
is that I thought the method was not that difficult.  Because when you take each 
tool separately, it seems simple, but I realized quickly that the method is very 
difficult because it is a system, and the system needs a lot of rigor and time to 
implement.  The system is really complicated.  Even after 10 years of practice, I 
can’t say that we have a perfect use of the tools as a system.  
Charles shared that once he and his team were underway with the SEAM implementation, 
he realized how truly difficult SEAM really is, and how much energy it takes to support 
throughout the organization. He said,  
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SEAM needs a lot of rigor.  And that is really hard. Really, really hard.  For me, I 
am somewhat organized with discipline and good with my time, and even for me 
it is really hard. This was a huge step for me. 
 As Charles and I continued to talk about his experience with SEAM, he noted 
several other anecdotes of interest that shaped his beliefs and helped him develop as a 
leader through the SEAM experience.   
Growing as a leader throughout the SEAM process.  Charles sheepishly 
admitted that at times, he was not great about enforcing the SEAM tools during the 
implementation phase.  However, he discovered that as a leader, it was his job to find a 
way to make the tools work in his current environment, whether that meant what he 
referred to as, “Needing to change them slightly to work for us.”  Charles recalled his 
thoughts around reinforcing the tools to his team, and he said,  
In the moment, we succeed in giving less importance to the tools. For example, 
action plan, what is not important is the tool, it’s the ideas and how we grow. But 
the tools are necessary to cultivate these great ideas. If the binder helps you act, 
you have used the tools to empower you and your ideas, per the purpose of the 
tools. 
Charles felt this revelation was a pivotal for him, and his ability to grow as a leader.  As 
Charles continued to reflect on his experience during our conversation, he talked more 
about how he changed as a leader during the SEAM process. He said,  
Managing is a physical act. I had to change to be less into words and more into 
the gesture.  I needed to spend time with my people. This was a big change that I 
had.  Not just give instructions but work with people and help them to change.  
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Charles shared that as he continued to work with SEAM in his organization, his 
leadership style evolved to be much more participative and collaborative.  He said,  
Our job is to create the conditions for the story we are going to write so it will be 
a nice story.  When people come to me with blank pages, I don’t know what they 
will write, but very nice things can happen. 
As Charles and I wrapped up our conversation, he left me with a final thought. He said,  
To be a manager is to work with your collaborators.  I like the idea that I am at the 
bottom and my job is to help my team to succeed.  I have to give them the 
resources they need.  I have that possibility of joy when my team is succeeding.  
Overall, my conversation with Charles was fun and engaging.  The 90 minutes we had 
together went by quickly, but I did notice that my juice glass kept miraculously refilling! 
Walter’s Story.  Walter is a tall, middle-aged gentleman with glasses.  A part 
time professor and part time consultant located in Western Europe, Walter seemed 
excited to share his story with me.  We met at the university where he teaches after 
classroom hours, and we sat in a quiet hallway at a table with two chairs as we settled in.  
My first impression of Walter was that he was very knowledgeable about SEAM, as he 
has led two different implementations of SEAM with ISEOR when he was a business 
owner.  Walter has worked with SEAM for over 30 years and holds a Ph.D. in SEAM 
from ISEOR.  Even though his implementations were several years ago, Walter had 
perfect recall about the experiences and how it impacted him as a leader, starting with 
how eager and ready he was for help at his organizations.  
Building confidence about the SEAM process.  Walter knew he was ready to 
implement SEAM within his organization and with the partnership of ISEOR, however 
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he did have moments of doubt, both from what he was hearing across his company and 
how he was feeling personally.  He said,  
Our company had some moments of doubt because a SEAM implementation 
takes time. And when you are in the company as a leader, you are always under 
pressure all the time, so SEAM is a long term process and you need to be ready 
for the long haul.” 
Not only was Walter feeling doubt, he also needed to work with his team to build 
confidence and buy-in to the process.  He said,  
We needed to build our confidence between ISEOR and the company first.  That 
builds a mutual confidence for ISEOR and for you too.  The most important thing 
is to build trust between the CEO of the company and the ISEOR project leader, 
and this takes time.  
Emotions during the diagnostics phase.  Walter shifted gears and shared with me 
how he felt during the mirror effect.  Walter recalled that he initially felt, “very 
emotional” after the mirror effect. He said,  
Everyone had talked to one of the interveners from ISEOR face to face to share 
their thoughts on the dysfunctions of the company.  When we heard the feedback 
during the diagnostics, it was very emotional.  It was like we received bad 
information, but at the same time we agree because the dysfunctions presented are 
coming from us. 
Once Walter was able to process the feedback, he said that he also had feelings of shame, 
like he should have done more before getting to this point.  Walter said,  
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I felt like I received something dirty.  And at the same time, a part of me felt 
shame as well because yes, it’s true and we have done nothing in the past to stop 
it.  In both of the interventions that I led for two of my companies, I had these 
same feelings.  I thought it would be different the second time, but it was the 
same. It was my company; I work with these people, and we are saying we work 
badly.  It’s emotional.  
Walter recalled that the emotional feelings he had extended into the expert opinion as 
well. He stated, “Another thing that was emotional is that we are not perfect.  The expert 
opinion from ISEOR made us sad.”   
 Walter let himself embrace these feelings during the diagnostic phase.  However, 
he did not let these feelings get in the way of the progress he was committed to making 
within his organization.  
Feeling of relief that help was here.  Walter shared that once he was able to 
synthesize the feelings he had during the diagnostic phase, he realized that he had yet 
another feeling that started to override the emotional state he was feeling - relief.  He 
said, “I felt relief that there was a process and people who were going to work with me to 
make this company and these people better.” 
 In addition, Walter described feelings of accountability and pride as he recalled 
his experience.  He said,  
We have to accept what we heard in the mirror effect. We couldn’t stay how we 
were forever.  You have to learn what motivates you to do and be better. You are 
the leader, so your team expects something from you after the diagnosis.  After 
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the diagnosis, you have the choice; you leave the company, or you stay and try to 
do something. It’s a choice we all have.  
Walter chose to say and fight, and to win.  He described the experience as being, 
“overwhelming, emotional, but necessary.”   
 Walter shared that once he started moving forward with implementation of the 
baskets, he was humbled and proud to see the reaction from his team.  
Seeing and feeling pride across the company.  Walter remembered how he felt 
about the progress being made by the team.  He said, “Many people were working with 
me and involved in the baskets. And not just top management, but also lower level 
management. And they were proud of what they had done.” 
 Walter shared that while the teams were feeling proud of their accomplishments 
through SEAM, he also felt a sense of pride as a leader.  He said,  
As CEO, I see that people are applying all the SEAM tools, and doing it in order 
to be better.  And middle management and lower levels are becoming involved in 
the process.  They saved time and could do their job correctly, and people are 
happy to do that. They know what they are working for and why. They are doing 
something useful for the company, not only a job. 
Overall I enjoyed my conversation with Walter.  He was passionate, sincere, and excited 
to share his experience with me.  
 Summary.  The stories the interviewed leaders shared had many common 
elements across their experiences.  As discussed in chapter three, I looked across the 
stories and found that their common experiences had contextual and essential themes.  
The themes are illustrated through the participants’ narratives.  While not all participants’ 
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experiences will be mentioned in each theme, the patterns in their stories are similar and I 
chose the strongest quotes to illustrate the themes.   
Contextual Themes 
 Van Manen (2014) stated that contextual themes help to enable the experience, 
and are incidental to the experience.  The main contextual themes that emerged from the 
leaders’ stories include: (a) learning about SEAM during the “courting” process; (b) 
executing process and tools; and (c) receiving support and coaching from SEAM 
consultants.   
 Contextual Theme #1: Learning About SEAM During the “Courting” 
Process.  When I first sat down with each leader and asked them to tell me about their 
experience with SEAM, the stories always began with how the participant learned about 
SEAM.  One leader referred to the process as “courting,” which is a term that many 
SEAM consultants use when casually explaining the process in which the leader is 
learning about SEAM for the first time and collecting information that will help make a 
decision on whether to move forward with SEAM.  All of the participants seemed to 
express excitement when speaking about their first interactions with ISEOR while 
learning about SEAM.  Edward said, “I was confident it was going to work and would be 
added value to our organization.”  
The way each leader learned about SEAM did vary.  Some leaders learned about 
SEAM through other companies that implemented SEAM. Often times, this would lead 
to a tour of a company that was currently implementing SEAM, so the leaders could talk 
directly about the benefits of the approach.  James shared that he wanted to start by 
understanding what SEAM was, and how to do it.  He discovered this by visiting another 
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company.  During his tour of the company, he had a conversation with the chairman, who 
spoke about a consultant, whom he met 20 years ago, when he implemented SEAM. 
James said,  
I met with a chairman of a company, and he said that they had met a consultant, 
who helped them grow the company from what was a small shop to a multi-
national merchant. If a chairman speaks about a consultant he knew 20 years ago, 
this means that this consultant was good enough, and his name was Henri Savall.  
My first goal was to meet with Henri Savall. Took me six months, but I did it. 
And that’s when we began to implement SEAM at my organization. 
James was extremely excited to begin working on SEAM and shared this enthusiasm 
with me during our conversation.  
William took a different approach to learn about SEAM. He had met two SEAM 
consultants and became interested in the methodology.  He read a few articles about 
SEAM and became very interested.  William shared,  
I read up on it [SEAM], and it really felt like it was more of a fit of my 
personality. I am a true believer that, sometimes to a fault, I will lead with my 
heart, and it just felt right for me.  It seemed like the right direction for me and for 
my organization, and it seemed like it could help with what I was looking for to 
help me make some changes and be a better director.  
Since William is from the United States, there are fewer case studies and companies to 
visit, therefore he had to rely on publications and personal interactions with SEAM 
consultants in order to make his decision. He, too, expressed sincere enthusiasm about 
beginning this work.  
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 Edward also heard about SEAM from a friend at another organization. He was 
excited about a potential implementation at his organization, but knew he needed to 
educate the decision makers at his company first.  Edward had shared with ISEOR that he 
desired to implement SEAM, but the decision makers did not understand the 
methodology and value proposition.  Edward leveraged an opportunity to send the 
decision makers of his organization to ISEOR for SEAM training, hoping it would lead to 
trust in the consulting strategy and ultimately implementation within his organization.   
Edward said,  
They [ISEOR] suggested coming over and having training in SEAM in order to 
discover it and to discover what would be the added value to implement. We sent 
three of our decision makers to Lyon for training. After that, we signed an 
agreement with ISEOR and started implementing.  
While Edward’s experience with “courting” looked different than the other leaders’ 
experiences, ultimately the process of learning about SEAM was similar, which enabled 
leaders’ decision to implement the approach.  
 Summary.  The expressed enthusiasm was common across all participants’ 
stories. Some went into more details about the “courting” process itself, and how long it 
took to be convinced.  Regardless of the level of “courting” that each leader experienced, 
all of the leaders noted the importance of this phenomenon to the experience.  
 Contextual Theme #2: Executing Process and Tools.  As the participants 
continued telling their stories, another theme emerged. Leaders shared a common 
experience of both having frustration and feeling overwhelmed when executing the 
rigorous process and using tools for SEAM.  It seemed that when most leaders reflected 
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on the process itself, many felt comforted about the structure.  Robert felt that the process 
was able to facilitate conversations with his team that he had been unable to initiate in the 
past.  He said, “It [SEAM] gets people to have conversations that I want them to have. So 
that’s been by far the most positive part of it.”  Charles shared similar sentiment 
pertaining to the process.  He said, “What I have appreciated with the process is that we 
have created the conditions for permanent improvement.”   
 Not all sentiments were positive at the beginning of the SEAM intervention, 
according to the participants’ stories.  While overall the leaders loved the process, there 
was some doubt as to whether the tools were the right fit for their organizations, and thus 
had themselves questioning the process.  This is what Charles had to say as a follow-up 
to his comment about his appreciation of the process: 
I was impatient. I wanted it to go too fast.  My only regret with the whole process 
is that I thought the method was not that difficult.  Because when you take each 
tool separately, it seems simple, but I realized quickly that the method is very 
difficult because it is a system, and the system needs a lot of rigor and time to 
implement.  The system is really complicated.  Even after 10 years of practice, I 
can’t say that we have a perfect use of the tools as a system.  
Joseph also shared his thoughts about how the tools were adopted at his organization, 
citing the flexibility that his team exercised when working with the tools. Joseph said,  
There are still some people who are afraid, who don’t believe in the tools.  There 
are also people, who are working with the tools in other ways, because they think 
the tools are not perfect but if I change it slightly, it is working for me.   
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William echoed this sentiment as well.  His team had shared that they felt they were too 
busy to leverage the time management tool.  The irony was not lost on William!  William 
said,  
They felt they already had too much on their plate, and they were bucking the 
system. I wanted them to use some of the tools.  They said they didn’t have time 
to even use the time management tool.  As a leader, I was conflicted, I wanted to 
make them do this but also respect their workload. I didn’t know what to do. 
While many of the leaders had mixed feelings about process and tools, the common 
theme is that everyone had similar feelings.  Most felt good about having a structured 
process, but once being in that process and having to use the tools, the teams started to 
put up resistance. This put all of the leaders in a very tough position.  At this point, the 
leaders were questioning the overall buy-in of the organization.  
Managing buy-in.  Part of the difficulty in managing the process was working 
with the teams and getting their buy-in at all levels. Many of the leaders expressed 
frustration with the challenge that they faced.  Charles shared that he felt the SEAM 
process was helpful, but he noticed that others did not feel the same. He recognized that 
he had some work to do to drive engagement. He said,  
For me, it was so obvious that SEAM is a good way of doing what we needed 
done, and I had to realize that a lot of people were thinking differently. I had to 
think about the way through the execution and how I could help them change.  
Joseph had similar challenges in his organization.  He talked about resistance at all levels 
of the organization, and that “for the CEO it was very difficult to work with this 
resistance.”  Joseph said, 
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We started with cohesion from the full executive team, but it was more difficult to 
implement at the level of mid-management.  Then it was at the level of the 
associates and the workers.  So it was very intensive for us because the lack of 
support was derailing, but we needed to move past it. 
James also faced this challenge in his organization, and found that gaining buy-in was 
much more difficult at the mid-level management tier than from other employees.  James 
said,  
The reluctance was much more in the higher management level than the lowest 
management level.  The base people were all happy, the 5% that I had to deal with 
resistance from was the intermediate or top level management.  They thought they 
would lose control and they would lose their job, or even worse, their importance.  
Robert’s experience with buy-in was similar, as his team was very vocal about not 
wanting to participate in SEAM at first.  He said, “Team members of mine were very 
verbal about their feelings when we talked about SEAM.  They really didn’t want to do it.  
There was a lack of buy-in, and that was tough.” 
 While the leaders shared their frustration with gaining alignment and buy-in from 
the organization, they also noted a point in the process when supporting the change 
became much easier.  James talked about how it took him almost two years of convincing 
his team that SEAM was for their benefit.  Once his team understood what he was talking 
about, everything fell into place.  James said,  
We had to face the defeated attitudes of people who are reluctant, who are afraid 
of losing control of their organization and people who are against change.  People 
who wanted to keep their own system within the system.  My position was much 
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more about trying to bring this person into the system rather than leave them 
outside. And it worked. 
Joseph shared that he dealt with the resistance within the teams in a different way. Senior 
leadership decided that SEAM was the strategy that was going to help the organization 
long term. He provided time for the employees to become part of the change, however 
eventually if people were not on board, they would be let go. He said, “One person was 
resistant because he was afraid, and the changes are hard. Another person wanted to stop 
the project completely, so we let him go from the organization. This [behavior] was not 
acceptable.” 
 Gathering buy-in was a hot topic among the leaders who reflected on their SEAM 
experience. While many leaders focused on how frustrating and difficult it was, there was 
also a sense of victory, that I felt from them, when they spoke about how rewarding it 
was once buy-in was achieved.  
 SEAM takes time.  Another aspect of the process, the leaders mentioned, was 
their time commitment in executing a SEAM intervention.  Walter mentioned that he had 
“moments of doubt because the SEAM implementation takes time.”  James said that his 
only worry was that he would not be able to “make it to the end” since SEAM was such a 
long process. His fear was in not being able to finish. William also shared that he felt he 
needed an additional person to help him just implement the SEAM work, as the other 
duties on his plate remained while he took on this massive workload of implementing a 
SEAM intervention.  William said,  
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It’s almost like you need a project manager to manage everything, which I think 
really would have made a difference in the process itself.  As a leader, I didn’t 
have the time to manage this project, as well as five other huge projects.  
Robert shared his feelings on the length of the SEAM process as “exhausting.”  He said, 
“SEAM right now is exhausting. The consultants are doing great work, and we have fun 
when they are here, but it is freaking exhausting.”  Robert knew that SEAM would be a 
lot of work, and he acknowledged that in our conversation. However, I think the reality of 
the process really hit him once he was immersed.  He said, “It’s been hard, to realize that 
the time commitment is bigger than we originally thought. I don’t think it was bigger than 
we were told, but it was bigger than we thought.” 
 While many leaders discussed how time consuming the process was, this did not 
deter them from continuing with the intervention.  Joseph said, “Sometimes we were met 
with so much resistance due to the time involved in executing SEAM, we pulled back and 
waited a bit. But we never quit. We knew it was possible.”   
 Shock from the mirror effect.  As the leaders continued to share their stories with 
me about the process of the SEAM intervention, it became apparent that there were many 
emotions and feelings centered around one specific part of the process; the mirror effect.  
In Joseph’s case, he had just started working at his company when the company started 
implementing SEAM.  After only three months of working for the company, the 
consultants shared the mirror effect with him.  Joseph recalled how he was feeling in that 
moment. He said, “So I came to this company and I saw the mirror effect and I thought, 
‘Ok, I am not liking this!  Oh my goodness, this is debilitating.’”  At the same time, 
Joseph recalled thinking that he was actually really enthusiastic about this.  “I thought in 
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that moment, wow, it’s crazy that an organization is ready to accept and do this, and to 
actually get the feedback for the mirror effect and to be so transparent.” 
 Robert shared that once he was over his initial “shock and awe of the mirror 
effect,” he was feeling more confident and less surprised when the expert opinion was 
presented.   Robert recalled the first meeting that he had for the mirror effect, and he said 
that he felt “surprised about the depth of the dysfunctions within the organization.”  
Robert stated,  
I knew this stuff was going on, but here it is, it’s just all out there.  One learning I 
had was that you need to be fairly confident to execute SEAM.  I think that the 
more confident the leader is, the more successful it will probably be within your 
organization.  You have to open the door, and be open to the criticism and 
actually talking about the dysfunctions. 
James had similar feelings about the mirror effect. It was very shocking for him. He said, 
“The mirror effect was a shock. The first to be shocked was myself.  I couldn’t imagine 
that these things were happening in my company.”  Even though James felt that the 
mirror effect was shocking, it was not crippling. In fact, it had the opposite effect. James 
acknowledged that he thought the organization felt heard and respected in the moments 
of the mirror effect. He said, “People recognized that what they said was taken into 
consideration, and brings reactions to the management team, and reactions means 
solutions.”  
 William was also very motivated after hearing feedback during the mirror effect. 
He said,  
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They [the consultants] came back with the mirror effect, and it was very 
interesting to have all of these things shared back with you, all of the statements 
and the pieces, and it actually felt really good to have this, like let’s talk about it, 
it’s out in the open, and here are the pieces.  
While much of the feedback was a shock, William recalled that the shock was not 
debilitating at all, but rather refreshing. 
Summary.  Overall, the leaders were very vocal about their feelings regarding the 
process and tools associated with SEAM.  Generating buy-in and committing the time to 
ensuring success were hard at first for all of the leaders.  In addition, hearing the feedback 
directly from their teams during the mirror effect had a humbling effect on the leaders, 
which spurred them into action.  The leaders believed that a very important part of the 
SEAM journey was the support and partnership that they formed with their SEAM 
consultant.  This helped many of the leaders over the challenges they faced with the 
process that were just discussed.  
Contextual Theme #3: Support and Coaching from SEAM Consultants.  
Many leaders shared that they relied heavily on the SEAM consultants during many 
aspects of the intervention.  Without the help of the consultants, many leaders believed, 
they would have not been as successful during the intervention process.  Charles shared 
that he thought the partnership and coaching that he received from the SEAM consultants 
was key to his success.  Charles said,  
ISEOR consultants helped us realize quickly that there was a difference between 
where we were going and where we needed to go. Little by little, the philosophy 
of the management team strengthened, and the use of the tools got better. 
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Walter had similar feelings as Charles with regard to his experience with the SEAM 
consultants.  He spoke a lot about the trust needed between the consultant and the 
organization. Walter said, “The most important thing is to have the trust between the 
manager and the leader of the intervention.”  He also noted that building that trust was 
key in building confidence with ISEOR overall. Walter said, “We needed to build our 
confidence first. That builds confidence for ISEOR and for you too. When you start 
SEAM, you generally don’t know where you are going, but you continue to learn more as 
you go.”   
 Building cohesion among the team. The leaders noticed another phenomenon 
associated with the coaching and support from the SEAM consultants. William recalled 
that as the SEAM consultants continued to work closely with the teams during the 
implementation, the teams within the organization started to work together better.  
William said, “We stated to have better cohesion amongst out group. And we had a good 
focus on what needed to be done, and how to resolve some of the problems.”  William 
was proud of the changes that he was seeing in his organization. He said, “I could sense 
that there was a change starting to happen, and it was for the better.  There was still a lot 
of conflict, but we started opening up some of these pieces and collaborating.”  Overall, 
William was thrilled with the changes, he saw on his team, and he could see the benefits 
almost immediately as it related to increased collaboration among his team.  
 Charles also shared that collaboration was a key theme in his SEAM experience.  
He said, “We tried to create a new team process of working, so we can have the feeling of 
empowering, because we have more cohesion on the team now.”  James had similar 
thoughts on the power of collaboration within his organization, “I did not want to be the 
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driving force. The beauty of SEAM is instead of having only one driving force, you have 
as many collaborators as you have people.”  Walter also recalled that his teams were 
“proud to show off what they had been working on” through the collaboration during the 
work involving the baskets.   
 Summary.  The leaders shared their experiences, out of which three contextual 
themes emerged: (a) the experience that the leaders had while learning about SEAM 
during the “courting” phase; (b) the experience associated with executing the process and 
tools necessary to be successful in a SEAM intervention; and (c) the gratitude felt from 
the coaching and support of the SEAM consultants.    
Essential Themes 
In addition to the contextual themes that enabled the personal experiences across 
these leaders, three themes emerged. These essential themes reflected the essence of the 
experience for these participants. Van Manen (2014) described essential themes as the 
essence or qualities that make the phenomenon what it is.  In other words, essential 
themes describe the transformational experience that participants had as a result of the 
phenomenon.  The three essential themes experienced by the leaders included: (a) self-
perception challenged as a leader; (b) feeling liberated as a leader; and (c) transformation 
as a leader.  
Essential Theme #1: Self-Perception Challenged as a Leader.  As I listened to 
the participants’ stories, I noticed that there was a moment during the SEAM intervention 
when leaders started to question their ability to be a strong leader, which in turn led to a 
lack of confidence.  In other words, each leader began to lack self-confidence in one’s 
ability to lead during the SEAM intervention.  When the leaders began their engagement 
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with the SEAM intervention, many described their experience to be filled with 
excitement and enthusiasm for the process, being excited to get started and to drive 
change within their organizations.  As the leaders continued with their stories, many of 
them noted the challenges that they faced. The contextual themes reflected the process of 
overcoming these challenges. A deeper meaning of their experience emerged at this point 
-- the leaders felt less confident in their ability to lead and to get through the intervention.  
The struggle that each leader faced was a turning point in each experience, demonstrating 
a change in the leaders’ mental models to lead through change. During the SEAM 
process, the leaders had to reassess their previous mental models of being a leader and 
running a business, which were aligned closely with the concept of the TWF Virus. 
Working through and leading the SEAM process, as well as understanding the SEAM 
philosophy, helped the study participants become better and more confident leaders. 
William was very open about his feelings during the SEAM intervention. At one 
point he acknowledged that he was starting to doubt his leadership abilities.  He said, “I 
felt that I needed help in becoming a better director, a better leader. I felt I was failing 
and there were a lot of things happening.”  This feeling made him question his leadership 
style. He said,  
Do you move forward, swallowing this stuff, or do you start realizing the reality 
that there is too much piled on? Should I say something? I started pushing back a 
bit, but I realized that I can’t do some of these things and I needed help. 
William shared that it took a lot of self-reflection and soul searching to admit that 
perhaps he might not do this, and that he might need help.  William expressed his feelings 
of frustration and his fears. He questioned his ability to succeed.  He said,  
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I was frustrated and scared, but also overwhelmed. This was a lot more work than 
I was expecting…but my belief in the process and what we had started unearthing 
were very important to me and kept me moving forward. 
This learning moment was pivotal for William and made him grateful and excited about 
the learnings he took away from SEAM.  The ongoing training and consulting that he 
received during the intervention helped him to change his mental model about leadership 
and gave him the confidence to persevere through the SEAM intervention, and ultimately 
to be a more confident leader.  
 Charles had similar feelings when he realized that executing the SEAM 
intervention was much more difficult in terms of strategic leadership than he had 
experienced in the past.  Charles also underestimated the effort that executing SEAM 
would take, which also had him doubting his leadership style and self-confidence.  He 
said,  
I was too impatient, I wanted the changes to start and be resolved very quickly.  I 
wanted the changes to be very quick, but I had to learn patience, strategic 
patience.  That was my first experience with the change, and for the first time I 
started to question my approach.  
Charles found that learning “strategic patience” was pivotal in his professional career, 
and this was the point in which his mental model about leadership changed. The SEAM 
process did teach him “strategic patience,” and had made him a better leader and he 
emphasized this in his story.  
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Vulnerability.  In addition to questioning self-perception, leaders expressed that 
they felt vulnerable, fearful, and self-doubtful at their lowest emotional point during the 
SEAM intervention. 
William recalled being scared. He said,  “I had a fear of looking dumb, and 
having people look at me like, ‘why haven’t you taken care of these things before?’”  In 
addition, William said these words several times during our interview, “I felt like I was 
failing.”  However, the illustration of William’s mental model of leadership began to 
change when he realized that the consultants were committed to helping him, and that 
vulnerability was ok on this journey of his personal transformation as a leader.  William 
said, “When the SEAM consultant came in and started asking me questions, I actually 
broke down into tears, because I knew that I needed to change as a leader and there was 
finally someone here to help me.”  Understanding and acknowledging the lack of his 
steering his organization in the past, was a catalyst for William’s personal transformation. 
William had to change his former way of thinking and adopt a new mental model of 
leadership. 
Walter had similar feelings.  He recalled how he felt during the mirror effect and 
remembered having a very emotional reaction to the feedback.  He said, “It’s like we 
received something dirty.  And at the same time, a part of shame, because yes, it’s true 
[the feedback] and we have done nothing in the past to stop it.”  
James identified his feelings as fear of the unknown and how his message would 
be interpreted. He said, “I was afraid of communicating because I didn’t know how to 
control the communications.”  In reflecting on his professional career, James came to a 
startling conclusion that perhaps he and his management style had been the problem. 
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James shared that he was feeling contemplative about his leadership style and he 
wondered how he would move forward, “I found that I was the problem. I was the 
president of the company and I was the problem. I was not able to delegate. I was not 
able to leave people be.”  In that moment of the SEAM intervention, James had made a 
decision to spend more time in his office, and stop “harassing all of [his] collaborators.”  
When I asked him how he felt after making that decision, he said, “I felt liberated from a 
lot of things that I thought I was essential to but I was actually not.”  This 
acknowledgement was transformational for James in his SEAM journey. 
Robert’s story also illustrated a leader’s feeling of vulnerability during the SEAM 
process.  During our conversation, Robert talked a lot about how SEAM impacted him as 
a leader. He spoke about authenticity, and how he felt always being authentic.  However, 
at times, SEAM did challenge his self-perception of authenticity in terms of how he 
showed up as a leader.  Robert said, “There is a sense of vulnerability and openness that 
leaders need to have to be able to go through SEAM…there is a management of your 
own emotions, and how you want to react to people.”  As a self-confident leader, Robert 
shared that the SEAM process added depth to his current leadership style.  He felt that he 
had never had a leadership challenge like the one he experienced with SEAM, and the 
feelings of vulnerability were surprising, yet upon his self-reflection, he accepted these 
feelings.  
Summary.  Leaders expressed their feelings of being vulnerable, their fears and 
self-doubt during the SEAM process, which in turn impacted their self-perception as a 
leader. Understanding this emotional part of the journey was critical to their personal 
growth.  
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Theme #2: Feeling Liberated as a Leader. Many leaders had a shared feeling of 
relief that the consultants were there to help.  Once the leaders allowed themselves to feel 
relief, they were able to begin trusting in the process and letting go of previous anxiety 
that came in the early stages of the SEAM process.   
 Walter shared that he felt relief when thinking about the consultants helping him 
navigate the SEAM process.  He said, “I felt relief that there was a process and people, 
who were going to work with me to make this company and these people better.”  
James shared this sentiment as well.  His relief in having help with the 
organizational change, was happening in his company, helped him to develop ultimate 
trust in the process. James said, “I had feelings of positive shock, relief, and excitement.  
The important thing is first you must be convinced that this will work, and then you must 
trust in the process and follow it.”  
 Robert found his relief very freeing.  While he was feeling vulnerable and 
questioning his authenticity as a leader, once he was able to process the idea that the 
consultants were there to help him, he felt free. He said, “The initial thought once you 
realize the consultants are there to help you get through it is pretty freeing.  You 
determine what you are going to work on, and then walk out of there and make it 
happen.”  Allowing himself to trust the process helped Robert feel freer. He had to adjust 
his leadership style, so he could manage the change within his organization.  
 William’s story is also illustrative of feeling relief and trust in the process as a 
leader during the SEAM intervention.  As William was processing how he felt during the 
intervention, he had so many emotions and thoughts swirling inside his head. He said that 
he felt everything, from anger and fear to relief.  He said,  
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I was a little scared, but it wasn’t fear of the process.   I don’t know if it was fear 
of being successful, or being thankful that someone was finally here to help me.   
I actually broke down into tears because for me it was very emotional, and I 
thought I finally have someone here helping me out…someone is going to give 
me good direction and a path to follow. 
William described his time with the SEAM implementation as “emotional yet life 
changing as a leader.”  From a professional standpoint, William felt that the deep 
emotional feelings he experienced during SEAM helped him find his inner-leader again.  
He said, 
SEAM helped me at least focus, and now my focus is coming back and I am not 
only leading by my heart but I am leading with my head a little bit more.  And 
perhaps my anger helped a little bit with that, which is good. 
William looked at this experience as another way to continue growing as a leader.  He 
shared that this experience has changed the way he thinks about his leadership presence 
overall.  
 Ultimately, the feeling of liberation as a leader was a result of the change of 
leaders’ mental models of leadership.  This led to the transformational journey of 
liberation as a leader.  The changing of one’s mental model is a factor in the success of 
SEAM implementation.  Conbere and Heorhiadi (2015b) tied the SEAM’s success to the 
ability of leaders to change their mental model of management.  Conbere and Heorhiadi 
(2015b) stated,   
What makes SEAM so effective?  We believe that one of the factors is that in 
SEAM people change some of their deep beliefs and values about management 
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and the nature of work, and the outcome is significant change in organizational 
culture. (p. 2) 
According to Conbere and Heorhiadi (2015b), a goal in any SEAM intervention is to 
replace the traditional management mental model with a new mental model that is 
influenced and shaped by the key beliefs and values of socio-economic theory.   
The socio-economic theory is an antidote to the TFW virus.  The TFW virus, a 
perspective of management that emerged from the management practices of Taylor, 
Fayol and Weber, is a core belief that in many existing organizations, there is a mental 
model that devalues individuality and human potential.  Often times, it is either the 
management practices of the leader or the culture that has developed over time that helps 
to feed the virus in most organizations.  One of the roles of the leader is to recognize and 
understand the nature of the TFW virus in order to improve the organization and develop 
a human potential.  In researching the experience of the leaders in this study, the theme of 
liberation can be tied to a sense of freedom from a previous mental model that kept these 
leaders from optimizing their ability to be effective and confident in their roles. 
 Summary.  While many leaders shared their vulnerability and fears pertaining to 
their leadership skills and self-perception as a leader, they were not stuck in this feeling 
for long.  Almost as quickly as the feelings emerged regarding self-doubt, the leaders 
acknowledged that they had help from the SEAM consultants.  Many felt this was not 
only a relief in terms of support from the consultants, but also they felt trust in the 
process by rejecting old leadership mental models and replacing with a healthier mental 
model of leadership cultivated by the SEAM process.  
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 Essential Theme #3: Transformed as a Leader.  All leaders went through the 
questioning of their self-perception of a strong and confident leader. I was thrilled to 
follow the progression of emotions as they changed from feelings of frustration and fear 
to feelings of self-accomplishment and pride.  As the leaders shared their stories with me, 
I recognized the transformation that the leaders had experienced was twofold: (a) they 
recognized the potential and power of their people; and (b) they recognized the potential 
within themselves.   
 Participants credited the SEAM process with helping them become more self-
aware as leaders.  To get here, leaders embarked on a journey that was emotionally 
challenging, filled with moments of excitement, then self-doubt, and then self-reflection.   
James talked about how SEAM helped to bring out the potential of his team.  
James shared that he felt that he “had permission to delegate to his team, and to place 
more trust in the human potential that was being created.”  He stated, “SEAM is not an 
organizational method, in which you design squares and put names in it, it is a method to 
know how to make sure how human potential is used at its best.”  James also spoke about 
how SEAM liberated the energy of the people within his organization, optimizing an 
opportunity for growth.  He said,  
SEAM has liberated all of the energy that I had and, much more important, 
liberated the energy of the people who wanted to do something within my 
organization, and leaves them enough space to breath and to be strategic. 
Throughout the process, James was passionate about how SEAM could help his 
organization become better. He said, “My concern was not about myself, it was about my 
team. From the beginning, I understood that it was about how to take the best advantage 
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of the people who are working.”  James shared that he believed that SEAM helped him 
put the emphasis on human potential that the organization needed.  
 James also had experienced personal growth and transformation as a leader 
throughout the SEAM process.  He mentioned that as the leader in the organization, he 
found that he was keeping himself busy with tasks that he did not need to do. Instead, he 
learned he could have delegated better. James admitted,  
For me as a leader, SEAM caused liberation.  I was freed of tasks which I had 
imposed on myself, thinking if I didn’t do them, no one would do them, or do 
them as well as I was used to.  I was giving too much importance to myself in my 
organization and not enough time to take advantage of what was really my role. 
The role of the leader is not to take care of the day-to-day operations but to take 
care of the future of the company.  SEAM had me organizing my time to make 
sure the future of the company was secured.  
James’s overall experience with SEAM was eye opening for him.  He knew that he 
wanted the consultants to come in and help him with the overall strategic objectives of 
the company, but he got much more than he bargained for with SEAM.  He said, “I 
discovered that what I needed was not someone to help me implement a new strategy, but 
someone to teach me what was the right management style.”   
Edward also found that SEAM gave him the focus he needed to continue 
developing his team.  He said, “It’s a way of caring and developing for my team.”  
Edward noted that SEAM gave him the permission to truly focus on his team while also 
managing the organization.  He said, “SEAM also increases my quality of management. 
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It allows my team to go more in depth of their competencies and hone their skills and 
behavior.”  
 Charles also found that the focus on human potential was an interesting “ah-ha” 
moment that he was not expecting.  He shared that he grew as a leader when he 
understood that the SEAM process allowed him time and strategy to work on creation of 
the potential of his team.  He said,  
SEAM helped me put more focus on the creation of potential with more 
participation.  My job is to create the conditions to let the strategy be 
implemented.  I learned that I also needed to create the condition to see human 
potential increase. 
Charles noticed the change in the culture of the company right away as he started 
focusing on employee potential by implementing SEAM.  He said, “I personally don’t 
have the feeling of being more powerful as the leader of the company, I just have the 
feeling that everyone else is feeling empowered.”  Charles continued by saying, “And 
isn’t that a wonderful thing!”  In addition, Charles found that his management style 
changed through the SEAM implementation, and helped him to recognize that he needed 
to spend more time with his team.  He said,  
Managing is a physical act. I have to change to be less into words and more into 
the gesture. I have to spend time with people.  This is a big change that I had. Not 
just giving instructions but working with people and helping them to change…We 
are not computers. We are humans with strengths and weaknesses.  Because of 
SEAM, I am less demanding. I have integrated and I am less perfect, but more 
serene.  
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Charles recalled being surprised at the personal growth that he experienced as a result of 
SEAM.  He knew that SEAM was a world-class system to drive change and improve 
efficiency, but gaining the introspection of his leadership style was something that 
Charles was not expecting, but was thankful for. 
These anecdotes demonstrated a transformation in the leader.  I would argue that 
part of the journey to transformation was the leaders’ ability to reject the TFW virus.  
Another form of the virus is blindness, described as a phenomenon when people stop 
seeing or acknowledging the problems that exist within an organization infected with the 
TFW Virus (Heorhiadi, Conbere, & Hazelbaker, 2014).  Heorhiadi, Conbere, and 
Hazelbaker (2014) likened this concept to a phenomenon that Argyris coined as 
organizational defensive routines.  “Argyris described how, in many organizations, 
people become blind to what actually is happening and live in a semi-delusional world, in 
which they pretend to themselves and to others that life is better than it actually is” 
(Heorhiadi et al., 2014, p. 29).  When the flawed mental model wins, blindness occurs.  
The leaders in this study experienced the blindness in various parts of each journey 
through the SEAM process.  Through a variety of experiences demonstrated in these 
stories, each leader became liberated from the blindness, acknowledging this in each 
narrative by using words such as “relief,” “surprise,” “freeing,” “sadness,” “liberation,” 
“anger,” “empowerment,” and the list goes on.  The release from the blindness, freedom 
from the inability to see what is actually happening within the organization, was 
demonstrative of not only vaccinating against the virus, but also embarking on a 
transformational experience.  
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 Summary. There was a point in the SEAM process when the leaders 
acknowledged a sense of transformation and development as a result of the experiences 
from the SEAM process.  Leaders acknowledged a moment of ultimate acceptance of self 
and the human potential of the organization, ultimately changing their perception of self 
as a leader.  In addition, leaders cultivated a stronger sense of empowerment of self and 
of the team by rejecting the mental model that the TFV virus breeds within unhealthy 
organizations. 
Summary 
 The enablers of the leaders’ experience were reflected in the three main 
contextual themes that emerged from the participant stories, including: (a) learning about 
SEAM during the “courting” process; (b) executing process and tools; and (c) receiving 
support and coaching from SEAM consultants.  Throughout these stories, the leaders 
experienced transformation, as a leader, and recognized the growth of human potential 
within the organization.  The contextual themes enabled the essence of the experience to 
occur, which is reflected in the essential themes.  The three essential themes that reflected 
the essence of leaders’ experience included: (a) self-perception challenged as a leader; (b) 
feeling liberated as a leader; and (c) transformation as a leader. 
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Chapter 5 
Discussion 
 In this chapter, I discuss the themes that emerged from my data analysis and 
explain the broader importance as it relates to the leaders’ experience with SEAM.  In 
addition, I discuss the implications of this research, the limitations of this work and future 
research suggestions, and disclose my personal bias that might have influenced my 
perceptions while conducting and describing this study.  
Findings 
The participants’ stories revealed the contextual themes that enabled their 
experience as leaders during the SEAM interventions to occur.  Learning about SEAM 
during the “courting” process, executing process and tools, and receiving support and 
coaching from SEAM consultants are the enabling factors that are considered the main 
contextual themes as noted in chapter four.  However, as I looked deeper into the essence 
of their experiences, I realized that the leaders went through the transformation process.  
The essence of the leaders’ experience was about being vulnerable, accepting their fear of 
the unknown, trusting the process, as well as help of the consultants, and ultimately 
recognizing their transformation as a leader. 
The SEAM intervention is an emotionally charged experience for the leader.  
Understanding and dealing with the emotions and resistance of the employees became an 
additional challenge for the leader to manage.  What I found in this study is that SEAM 
helped leaders ultimately become more confident, purposeful and organized. Personal 
success and growth came to the leaders after a significant investment in time and 
emotions, allowing the leaders to open themselves to feedback, coaching, and 
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collaboration within the organization.   
The Leader’s Journey: A Link To Transformational Learning.  In this 
research, I found that there is a personal transformation of the leader that can be 
explained by Mezirow’s transformational learning theory.  Mezirow (1997) defined the 
process of transformational learning as critically reflecting on a set of pre-defined 
assumptions about oneself and transforming those frames of reference through self-
reflection and action.  During the SEAM experience, the leaders went through a common 
emotional journey that caused them to critically reflect on their actions, beliefs, and 
competencies as a leader.  Throughout this journey, a transformation occurred for the 
leader that was represented through the essential themes.  Each of the leaders had a 
moment in the journey when they felt vulnerable and fearful during the SEAM process. 
As the leaders reflected on the process and self, they were able to identify and change 
pre-defined assumptions about themselves, which catapulted a personal growth.   
Conbere and Heorhiadi presented an academic paper at the 2015 SEAM 
conference titled, How transformative learning informs the SEAM process.  In this 
academic paper, Conbere and Heorhiadi made a connection between another model of 
transformative learning suggested by Daloz (2000) and the transformative experience 
during a SEAM intervention.  According to this model, four conditions must be met in 
order for transformative learning to occur.  The first condition is what Daloz (2000) 
described as the “presence of the other.”  In other words, something new or different 
must occur to push individuals out of their comfort zone to learn about new ways of 
doing things, such as gaining new information that one previously did not have or 
embarking on a new experience that causes one to reflect differently about a situation.  
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This first condition that Daloz described is an experience that a leader has when one is 
first introduced to SEAM. As demonstrated in the essential themes of the study, the 
leaders started feeling vulnerable and fearful in the beginning of the SEAM process and 
began to question the new process and tools.  James recognized the new information in 
his journey that led to his transformation by recalling feeling of liberation and being freed 
from tasks that were not necessary for him.  He said,   
For me as a leader, SEAM caused liberation.  I was freed of tasks which I had 
imposed on myself… I was giving too much importance to myself in my 
organization and not enough time to take advantage of what was really my role. 
As conditions changed for James and the SEAM process continued, the organization 
began to change.  From several stories of other participants it was evident that each leader 
found some opportunity for personal change, which was necessary for the successful 
organizational change. 
The second condition for transformative learning according to Daloz (2000) is 
reflective discourse.  Simply stated, reflective discourse is intended to reach a common 
understanding among groups of people.  This was evident in the journey of the leader 
during SEAM, most often during the diagnostic phase of the process, specifically through 
the mirror effect and expert opinion.  Several leaders noted that the mirror effect 
“shocked them into action.”  William highlighted this experience in his story, which was 
a part of his transformational journey.   He said, 
They [the consultants] came back with the mirror effect, and it was very 
interesting to have all of these things shared back with you, all of the statements 
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and the pieces.  It actually felt really good to have this, like ‘Let’s talk about it, 
it’s out in the open, and here are the pieces.’  
The reflective discourse that happens at this point in the SEAM process is critical for the 
leader in understanding how to move forward with intent and purpose.  In this research, 
the experience of reflective discourse happened as the leaders took in the information that 
was shared by the consultants during the mirror effect and the expert opinion.  The 
reflective discourse between the SEAM consultants and the leader was critical as the 
leader reflected on the feedback and pondered on how to move forward.  The reflective 
discourse came both from the information gathered by the consultants and fed back to the 
leader, and also from coaching and advising by the SEAM consultants.  It was in these 
moments of reflective discourse that leaders were able to identify and react to blind spots 
that became apparent through the feedback sessions. Later, the actions that each leader 
took were influenced by this new knowledge, which defined the path of transformation 
for each leader.   
The third condition for transformational learning to occur according to Daloz’s 
model (2000) is the presence of a mentoring community.  In other words, Daloz 
suggested that a trusted advisor be available for those embarking on transformational 
learning. The process to change one’s core beliefs can be intimidating, and having a 
trusted advisor can make the experience less threatening.  During the SEAM intervention, 
an essential theme that was common among the participants was the feeling of relief and 
trust in the process once they received coaching and guidance from the SEAM 
consultants.  Robert’s experience illustrated his ability to transform as a result of the 
mentoring community that he had in the SEAM consultant.  In Robert’s story, the 
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experience of the mirror effect was difficult for him, and he acknowledged the feeling of 
relief that he had a mentor community to help him.  He said,  
It [the mirror effect] outlined what we were going to work on, and then we walked 
out of there to start executing. I couldn’t have felt that way without the 
consultants here to help me through this. It was a relief.  
Relying on the SEAM consultants is core to the SEAM experience, and once a leader 
recognized that “someone was there to help,” they were able to let go of the fear that they 
were holding on to during the intervention.   Another example of the presence of a 
mentoring community in the stories came from access to other CEO’s who had 
implemented SEAM.  The leaders, who were part of this study, acknowledged that one of 
the factors that influenced the implementation of SEAM was the ability to talk to others 
who have already implemented.  In James’s story, he spoke about how reaching out to 
another CEO was the deciding factor in his ability to decide SEAM was the right 
approach for him and his organization.  He said, 
I met with a chairman of a company, and he said that they had met a consultant 
who helped them grow the company from what was a small shop to a multi-
national merchant. If a chairman speaks about a consultant he knew 20 years ago, 
this means that this consultant was good enough, and his name was Henri Savall.   
In all of the leaders’ experiences, the presence of a mentoring community, whether 
formalized in the form of coaching from a SEAM practitioner, or obtaining advice from 
another leader who has implemented SEAM, was a part of the transformational journey. 
The fourth condition that must be present to facilitate transformational learning 
according to Daloz (2000) is the opportunity for action.  Said another way, there must be 
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an opportunity for changed behavior, beliefs and values to be shared amongst others to 
validate the transformational change.  This was apparent in the experience of the leaders 
during the SEAM interventions when they were able to self-reflect and acknowledge the 
growth they saw within themselves and within the human potential of the organization.  
In Joseph’s story, he highlighted the ability for both he as a leader and the organization to 
act differently as a result of SEAM.  He said,  
I do think I am working more efficiently. Because we have more of a culture to 
accept more work than we can actually do, I am more comfortable now choosing 
what I cannot do. And I, as a leader, am feeling this, and I am definitely seeing 
this throughout the rest of the organization.   
The actions that were carried forward by the leaders as a result of the SEAM intervention 
demonstrated the transformation for several of the leaders.       
Summary.  The SEAM process provided four conditions necessary for 
transformational learning to occur. The leaders went through transformational learning as 
a result of the SEAM intervention, which in turn impacted their ability to grow as a 
leader and to see the growth of human potential within their organizations.  
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The Emotional Journey of a Leader During SEAM.  As I continued to dig into 
the emotional journey of the leader, I uncovered a common journey across the leaders 
that depicted an emotional change experience of a leader during a SEAM intervention.  
Thus I am including this discussion in chapter five.  I drew the following diagram based 
my data analysis to illustrate the emotional journey, on which participants embarked. 
 
Figure 3.  Illustration of the emotional journey on which a leader embarks during a 
SEAM intervention.  During the journey, the leader experiences many different 
emotional experiences as demonstrated by the up and down movement of the line in the 
figure above.   
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First, a leader feels optimistic and is excited when learning about SEAM during 
the “courting” phase.  Once a leader begins engaged in the SEAM process and tools, the 
leader hits an emotional low and starts to feel that one’s self-perception is challenged by 
the process. Then, the leader begins to trust the SEAM consultant through the coaching 
and support, which brings emotional relief and trust in the process.  Once the leader has 
had an opportunity to self-reflect and take time to replace an old frame of reference as it 
pertains to leadership with a new mental model, the leader is able to recognize and accept 
personal growth as a confident leader.    
 Summary.  It was apparent that the essence of the SEAM experience was about 
an emotional journey of the organizational leaders that made them more self-aware and 
vulnerable during the SEAM intervention.  However, without this emotional journey, the 
transformational learning experience could not have occurred and ultimate transformation 
of the leaders would not have been realized as a result of the intervention.  All of the 
leaders in this study were grateful for the journey through the SEAM intervention, and 
recognized that they became better leaders because of the SEAM process.   
Implications 
 I chose this research topic because I was curious about the experience that a 
leader had during a SEAM intervention.  I was curious because so little research had been 
done to understand the point of view of the leader, and I wanted to know how this 
knowledge could help the field of OD and the consulting strategies of SEAM.  Overall, I 
believe there might be significant implications for business leaders, for the field of OD, 
and for SEAM practitioners.  
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 Implications for Business Leaders.  I believe this research has unveiled some of 
the mystique around a leader’s experience during a large-scale change effort. SEAM, as 
one method of large-scale change, is one way for an organization to evoke 
transformational change.  Kotter (2007) said that large-scale change is not possible 
without the support from the very top, including intimate knowledge of what the 
challenges really are.  SEAM uses a strategy that is built around whole system buy-in that 
originates at the top.  This research demonstrated the need for the leader to be an 
instrumental part of the SEAM intervention and how important whole system buy-in is at 
every level of the organization.   
 In addition, this research sheds light on the true experience that a leader can 
expect when going through a SEAM intervention.  While the leader may show power and 
confidence on the outside, the leader is human like everyone else and may have self-
doubt.  The information uncovered in this study will be helpful to leaders as they are 
assessing an option of SEAM as a change effort for their own organizations. Other 
leaders might want to understand what to expect with the intervention and the level of 
commitment needed to be successful.    
 Implications for the Field of OD.  In my opinion, the stories that I heard during 
this study from each leader regarding the execution of systemic change challenged the 
way much of OD is practiced today.  The experiences of the study participants were 
around the transformation of a leader as a catalyst for driving effective, long-term 
sustainable change.   
OD is rooted in practices such as process consultation, which focuses on the OD 
practitioner’s role as being “helpful.” In the process consultation, leaders and employees 
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of an organization are encouraged to find the answers themselves within the organization. 
In the SEAM process, as compared to traditional OD, the leader and the organization 
embark on a process that over time creates the conditions for transformation to occur for 
the business leader, empowering the leader to be a stronger guiding force within the 
organization to execute whole system change.  The experiences that the leaders in this 
study had were much more personal, and in turn led to transformation of each person. 
Therefore, the implication for the field of OD is that long-term, structured process is a 
way to achieve transformational learning for an organizational leader.     
For OD practitioners, the implication of this research is that there is value in 
pushing the outer boundaries of OD and seek for transformational changes within a 
leader as a catalyst for change within an organization.  Challenging organizational 
espoused values is critical for understanding the ability for a leader to drive change.  To 
successfully drive change, there is a need to challenge the leader’s espoused values, and 
the transformation of a leader is essential to holistic change. SEAM accomplishes this.   
Additionally, this research will be helpful to OD practitioners who are focusing 
on leadership development.  In this study, organizational change paralleled leaders’ 
development and transformation. OD practitioners may need to work more with leaders, 
who in turn will drive a change process within their organizations.      
Implications for SEAM practitioners.  As discussed previously, there is little 
research about the experience of the leader during a SEAM intervention.  It was apparent 
from this research that a critical part of the success of the SEAM intervention is the 
presence of the SEAM consultants and the coaching and support they provide to the 
leader of an organization during the intervention.  As consultants help with the process of 
		
100	
sustainable change and calculating hidden costs, it is critical for the SEAM practitioner to 
understand the emotional state of leaders at various points of the intervention.  Having 
this knowledge may make the SEAM consultant much more effective and the overall 
result of the SEAM intervention much more successful. This research might help SEAM 
consultants obtain some insights into the leader’s journey and be more effective in 
coaching leaders through the intervention process. Overall, there is value in 
understanding the emotional journey that a leader embarks on when leading the 
organization through a SEAM intervention.   
Limitations 
 As with all research, there are limitations of this study.  First, phenomenological 
research is not meant to be generalizable to the broader population.  Van Manen (2014) 
stated, “Phenomenology is primarily a method for questioning, not a method for 
answering or discovering or drawing determinant conclusions” (p. 29).  The goal of this 
phenomenological study was to tell the story of people, who have lived through a similar 
experience, rather than make generalizations in the field.  
 Another limitation of this research is that all of my research participants were 
males.  I sent recruitment letters to both males and females, but only men volunteered to 
participate in this study.  Having a female perspective of the leader’s experience with 
SEAM might provide some different insights and findings. 
 The profile of the participants themselves can be classified as a limitation of this 
research.  All of the participants in this study were mature and self-aware middle-aged 
executive leaders, who have been through a SEAM implementation.  One can surmise 
that in order to be successful with a SEAM intervention, a leader must have a degree of 
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self-awareness and be open to personal change, as well as organizational change.  As 
each of the leaders in this study identified both personal and professional success through 
the implementation of SEAM at their respective organizations, this suggests that the 
individuals in this study were open to feedback and had willingness to change.  If 
different leaders were to participate in this study, e.g., younger, less mature, and less self-
aware, then the results of the study might have been different. 
Further Research 
 I am passionate about the topic of the leader’s experience during a SEAM 
intervention. However, this research is just the beginning and opens new opportunities for 
interpretive researchers.  First, there is an opportunity to do other interpretive research 
methodologies about SEAM interventions.  I found quite a bit of positivistic research on 
the power of hidden costs and the return on investment that organizations can realize with 
SEAM, however I was unable to find any interpretive studies in the field relating to 
SEAM.  Interpretive research would be helpful in exploring the “socio” portion of the 
“Socio-Economic Approach to Management.”  
There is an opportunity to address some of the limitations of this study by doing 
follow up research that would include the female leader’s point of view during a SEAM 
intervention.  It would be fascinating to see if women had the same experience as men.  
This study could be extended to interviewing women who have led SEAM interventions 
as well. 
 In addition, in the discussion section, I introduced an illustration of a common 
emotional journey that leaders had while leading a SEAM intervention.  While I found 
this journey to be true across the seven leaders participants, it would be interesting to 
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replicate this research to see whether other leaders who went through a SEAM 
intervention would share the same emotional journey.   
 From a multicultural perspective, SEAM has primarily been practiced in Europe, 
and mostly in France.  The consulting approach has only recently expanded to the United 
States.  While the leaders that I interviewed had consistent experiences, I found that there 
were some differences between American leaders and European leaders.  For instance, I 
noticed that the American leaders seemed much more likely to challenge the 
predetermined process and tried to find ways to adjust it to work within their current 
culture. The European leaders were much more likely to implement the process as 
designed by the consultants versus making adjustments. Conducting a cross-cultural 
study on the nuances and differences in SEAM implementations across the globe would 
strengthen the knowledge in the field.  
Researcher’s Bias   
My own personal bias and experience with SEAM needs to be disclosed.  I have 
studied SEAM extensively over the past three years, and have obtained a certificate 
which qualifies me to conduct SEAM interventions. While my personal experience as a 
SEAM practitioner is very limited (I have only led one intervention), my bias as a student 
of SEAM and my passion for the SEAM approach might influence my perception.  In 
addition, I have written previously about SEAM and have a bias toward the success of 
SEAM as a consulting and change management method. My experience with SEAM 
helped me to understand the stories that the leaders told on a more personal level, which 
was helpful to me as I collected and analyzed the data.  
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 I actively journaled and bracketed my thoughts, assumptions and feelings during 
the interview process and data analysis in order to alleviate my bias.  In interpretive 
research, researcher’s bias is always present and recognized, therefore I must also 
acknowledge it.  
In addition, I have extensive OD training.  I am aware that I might bring the 
personal bias into this research, yet I took measures to keep my researcher bias out of the 
study as much as possible through bracketing, journaling, peer-reviews, as discussed in 
chapter three.  However, it is important to note my passion and knowledge for SEAM.    
Summary 
Overall, the goal of this research was to understand the experience of leaders 
during a SEAM intervention in their organizations. The enablers of this experience were 
represented by the main contextual themes that emerged from the participant stories, 
including: (a) learning about SEAM during the “courting” process; (b) executing process 
and tools; and (c) receiving support and coaching from SEAM consultants.  As a result, 
the leaders became better leaders through transformational growth as demonstrated in the 
three essential themes that captured the essence of the shared experience.  The three 
essential themes experienced by the leaders included: (a) self-perception challenged as a 
leader; (b) feeling liberated as a leader; and (c) transformation as a leader. 
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Appendix A 
Email Recruitment Letter to Organizational Leaders 
 
 
Dear Leader, 
 
My name is Christina Baune and I am a doctoral student at the University of St. Thomas.  
I am conducting research for my dissertation, and I would like to invite you to participate 
in my study, which is focused on understanding the lived experience of a leader during a 
Socio-Economic Approach to Management (SEAM) intervention. 
 
This study is intended to explore the experience of organizational leaders who have been 
part of a SEAM intervention, and you have been identified as a leader who has been part 
of a SEAM intervention which qualifies you for this study.  
 
If you agree to be a participant in this study, you will be asked to participate in a 60-90 
minute interview. Participation in the study is completely voluntary. There are no 
financial benefits and no risks to participating in this study. I would sincerely appreciate 
your consideration to participate.  
 
Your identity will be kept confidential, as I will assign you a pseudonym to protect your 
anonymity.  This pseudonym will be used during the data collection and analysis process. 
In my dissertation and in any follow-up reports that I publish, I will not include 
information that will make it possible to identify you in any way. 
 
If you feel your experience during the SEAM intervention at your organization is 
something that you would like to share with me for the purpose of my research, please 
consider participating in this study. In addition, if you know of other leaders who have 
been part of a SEAM intervention who would be interested in participating in this study, 
please forward this letter on to them.  The next step is to simply contact me at 
ctlee@stthomas.edu. If you elect to participate in an interview, we will talk further by 
email or telephone about consent forms and setting up convenient times to meet. 
 
Thank you for considering this request.  
 
Regards, 
 
Christina Baune 
Doctoral Candidate  
University of St. Thomas  
ctlee@stthomas.edu 
Tel: (612) 212-0203 
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Appendix B 
CONSENT FORM 
UNIVERSITY OF ST. THOMAS  The	Experience	of	Leaders	Who	Have	Led	a	SEAM	Intervention	
 [IRB # 780113-1] 
I am conducting a study about the experience that a leader has when going through a 
Socio-Economic Approach to Management (SEAM) intervention. I invite you to 
participate in this research.  You were selected as a possible participant because you are 
currently part of a SEAM intervention as a leader in your organization.  Please read this 
form and ask any questions you may have before agreeing to be in the study. This study 
is being conducted by: Christina Baune, researcher, under the mentorship of John 
Conbere, research advisor, at the University of St. Thomas.  
 
Background Information: 
The purpose of this study is the purpose of this study is to understand what the leader 
experienced during a SEAM intervention.  I will conduct this research using a 
phenomenological research question, and I plan to answer the question, “What is the 
lived experience of a leader during a SEAM intervention?”  This research will not only 
allow you, as a leader, an opportunity to reflect on your experience during the SEAM 
intervention, but will also provide insights into the effectiveness of the SEAM method.  
 
Procedures: 
If you agree to be in this study, I will ask you to do the following things: (a) Participate in 
an interview lasting 60-90 minutes. (b) Allow the interview to be audio recorded. (c) 
Allow the researcher to take written notes during the interview. 
 
Risks and Benefits of Being in the Study: 
The study has no known risks or direct benefits to the participant. 
 
Compensation: 
You will not receive compensation or payment as a result of being part of this study. 
 
Confidentiality: 
Information will be gathered about your perspective of your experience as a leader in a 
SEAM intervention.  The records of this study will be kept confidential.  In any sort of 
report I publish, I will not include information that will make it possible to identify you in 
any way, and will assign you a pseudonym in the report that will protect your identity.   
The types of records I will create potentially include transcripts of the interview, which 
will be kept confidential using your pseudonym to protect your identity and will be 
secured in a locked file cabinet or a password protected data file.  I will not share the 
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information collected from you with anyone else, nor will I employ the use of a third 
party transcriber. Audiotapes or printed copies of transcriptions will be stored on my 
secure password protected personal computer. Voice recordings will be erased and/or 
destroyed within one year of the end of my study when my dissertation is approved for 
publication, which is anticipated to be April, 2016. Electronic copies of the transcription 
will not identify you in any way. Your identity will be protected by use of a code known 
only to myself. I will retain this signed consent form for a minimum of three years after 
completion of this study to be in compliance with federal regulations. 
 
Voluntary Nature of the Study: 
Your participation in this study is entirely voluntary. Your decision whether or not to 
participate will not affect your current or future relations with ISEOR, the researcher, or 
the University of St. Thomas.  If you decide to participate, you are free to withdraw at 
any time and you are free to skip any question during the interview if you choose not to 
answer. If you choose to withdraw from participation in this study before or during the 
interview, just tell me "I wish to withdraw" and we will stop the interview and I will not 
use the data collected from the interview in my study. If you choose to withdraw from 
participating in this study after the interview has concluded, contact me via the contact 
information provided below and I will withdraw you from the study and will not use the 
data collected in my research.  	 
 
Contacts and Questions 
My name is Christina Baune.  You may ask any questions you have now.  If you have 
questions later, you may contact me at ctlee@stthomas.edu or 612-232-0203.  You may 
also contact my research advisor, John Conbere at jpconbere@stthomas.edu.  You may 
also contact the University of St. Thomas Institutional Review Board at 651-962-6035 
with any questions or concerns. 
 
You will be given a copy of this form to keep for your records. 
 
Statement of Consent: 
I have read the above information.  My questions have been answered to my satisfaction.  
I consent to participate in the study, to be audio recording during the duration of the 
interview, and for the researcher to take written notes during the interview.  I am at least 
18 years of age.  
 
 
______________________________   ________________ 
Signature of Study Participant     Date 
 
 
______________________________________ 
Print Name of Study Participant  
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______________________________   ________________ 
Signature of Researcher     Date 
 
 
